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Introduction 
The PSM II Professional Scrum Master™ II certification validates an advanced level of competence in applying 
the Scrum framework within complex and evolving product development environments. It represents the ability to 
go beyond foundational knowledge and demonstrate mature servant leadership, effective coaching, and systemic 
thinking. In modern organizations operating under uncertainty and rapid change, this certification reflects the 
capability to enable empiricism, strengthen team effectiveness, and support sustainable agility at both team and 
organizational levels. 
 
 

About This Training / Certification 
This certification assesses advanced knowledge and practical judgment in the role of the Scrum Master. It 
evaluates a professional’s ability to apply Scrum theory, facilitate meaningful events, coach individuals and 
teams, and guide organizations in adopting agile ways of working. The focus is not limited to mechanical 
adherence to Scrum practices, but extends to mindset, leadership behaviors, and contextual decision-making. 

Positioned at an advanced level, this certification is intended for experienced Scrum Masters who already 
possess a solid understanding of Scrum fundamentals and real-world team experience. Within a broader learning 
journey, it builds upon foundational certifications by deepening understanding of complexity, servant leadership, 
product thinking, and organizational change. It supports progression toward higher levels of agile leadership and 
enterprise agility. 

 
 

What We Offer (AAAdemy) 
AAAdemy provides structured training resources designed to support certification preparation and skill 
development across a wide range of IT domains. Our learning materials are built around clear knowledge 
structures, practical study guidance, and exam-oriented practice to help learners progress with confidence. 

We offer well-organized knowledge explanations that break down complex topics into clear, understandable 
sections aligned with official exam objectives and real-world skill requirements. Each topic is designed to support 
both conceptual understanding and practical application. 

Our study plans and learning guidance help learners follow a logical progression, focusing on key concepts, 
common pitfalls, and effective preparation strategies. This approach enables learners to study efficiently while 
maintaining a clear view of their learning goals. 

To reinforce understanding, AAAdemy also provides practice questions and exam-focused insights that reflect 
typical certification scenarios. These resources are intended to help learners evaluate their readiness and 
strengthen their confidence before taking an exam. 
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All content is designed for flexible, self-paced learning, allowing individuals to study independently or alongside 
their existing professional or academic commitments. 

 
 
 

Knowledge Overview 
Domain 1: Understanding and Applying the Scrum Framework 

This domain emphasizes a comprehensive understanding of Scrum theory, including empiricism, transparency, 
inspection, and adaptation. Candidates are expected to interpret and apply Scrum principles in complex contexts, 
support correct implementation of Scrum accountabilities and events, and guide teams in making decisions 
grounded in evidence. Mastery in this area requires recognizing when practices align with Scrum values and 
when adjustments are needed to preserve empirical control. 

Domain 2: Developing People and Teams 

This area focuses on the human and behavioral aspects of Scrum mastery. Candidates must understand team 
dynamics, self-management, and the development of high-performing teams. It includes coaching techniques, 
facilitation skills, conflict navigation, and fostering psychological safety. Emphasis is placed on enabling 
accountability, continuous learning, and collective ownership within teams. 

Domain 3: Managing Products with Agility 

This domain addresses collaboration with Product Owners and stakeholders to ensure value-driven product 
development. Candidates are expected to understand product vision alignment, product backlog transparency, 
and evidence-based decision-making. The focus is on enabling adaptability, supporting prioritization decisions, 
and ensuring that product development remains responsive to feedback and changing market conditions. 

Domain 4: Developing and Delivering Products Professionally 

This area highlights the importance of quality and professional standards in product delivery. Candidates should 
understand concepts such as incremental delivery, Definition of Done, technical excellence, and sustainable 
development practices. The emphasis is on how professional engineering practices and quality discipline 
reinforce empiricism and reduce risk in complex product environments. 

Domain 5: Evolving the Agile Organization 

This domain extends the Scrum Master’s impact beyond the team level. It includes influencing leadership, 
identifying systemic impediments, supporting cross-team collaboration, and contributing to organizational design 
improvements. Candidates are expected to understand how culture, structure, and governance affect agility, and 
how Scrum principles can guide long-term organizational evolution. 
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Detailed Knowledge Explanation 

1. Understanding and Applying the Scrum Framework 
Scrum is not merely a collection of meetings and roles; it is a sophisticated framework designed specifically for 
navigating the "fog of war" inherent in complex product development. In environments where the unknown 
dominates the known, the ability to pivot based on empirical evidence is the only sustainable competitive 
advantage. For the Professional Scrum Master, mastering the pillars and values of Scrum is not a theoretical 
exercise—it is a strategic necessity. Without these foundations, a team cannot achieve the transparency required 
for effective inspection, rendering any attempt at adaptation a blind guess rather than a strategic correction. 

1.1 The Principles and Foundations of Scrum 

Scrum is anchored in empirical process control, a philosophy asserting that knowledge is derived from 
experience and decisions must be based on observed reality. This system functions as a cohesive risk-mitigation 
strategy. By enforcing transparency, organizations expose the true state of development, which allows for the 
frequent inspection of artifacts and progress. This inspection identifies variances that necessitate adaptation. 
When these three pillars function as a unified system, they reduce the risk of building the wrong product or 
accumulating hidden defects, transforming uncertainty from a threat into an opportunity for learning. 

1.2 The Strategic Importance of the Three Pillars 

The three pillars—Transparency, Inspection, and Adaptation—form a dependency chain where the strength of the 
latter is dictated by the integrity of the former. Transparency is the prerequisite; if the state of the product is 
obscured by "pseudo-progress" or vague reporting, inspection is inherently flawed. For instance, a lack of 
transparency in the Definition of Done (DoD) leads to a false sense of security during Sprint Reviews, where 
stakeholders inspect an Increment that may be riddled with technical debt. Consequently, any adaptation made to 
the Product Backlog is based on inaccurate data, leading to strategic failure. Concrete mechanisms like the Daily 
Scrum or a visible Sprint Backlog are not just rituals; they are transparency radiators that enable real-time course 
correction. 

1.3 The Five Scrum Values 

Empiricism requires an environment of psychological safety, which is established through the five Scrum values. 
Commitment is reflected when a team dedicates itself to the Sprint Goal, fostering trust with stakeholders. 
Focus ensures that the team’s cognitive load is applied to the most valuable work, preventing the waste of 
context-switching. Openness allows the team and stakeholders to be honest about challenges and "bad news" 
early, while Respect ensures that the diverse skills of the team are leveraged effectively. Finally, Courage is the 
catalyst for transparency; it gives team members the strength to admit mistakes, challenge unrealistic deadlines, 
and say "no" to features that don't align with the vision. Together, these values create a culture where the truth 
can be told without fear, allowing empiricism to flourish. 

1.4 Scrum Team Roles: A System of Accountabilities 
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The power of Scrum lies in the interplay and inherent tension between its three accountabilities. The Product 
Owner is accountable for maximizing value, essentially owning the "What" and "Why." The Developers are 
accountable for the "How" and the quality of the Increment, ensuring it meets the Definition of Done. The Scrum 
Master is accountable for the team’s effectiveness and the integrity of the Scrum process itself. This creates a 
self-correcting system of checks and balances: the Product Owner’s drive for value is checked by the 
Developers’ commitment to quality and the DoD, while the Scrum Master ensures that neither side compromises 
the empirical framework for short-term gains. 

1.5 The Rhythm of Inspection: Scrum Events 

The five Scrum events create a deliberate "rhythm of inspection" that synchronizes the team and stakeholders. 
These events—the Sprint, Sprint Planning, Daily Scrum, Sprint Review, and Sprint Retrospective—are 
time-boxed opportunities to evaluate progress and plan the next steps. The strategic danger lies in treating these 
as mere status meetings. When a Daily Scrum becomes a report to a manager rather than a collaborative 
replanning session for the Developers, or when a Sprint Review ignores market trends in favor of a simple demo, 
the empirical loop is broken. These events must remain focused on inspection and adaptation to prevent the 
team from drifting off-course. 

1.6 Scrum Artifacts and Commitments 

Transparency is formalized through three artifacts, each fortified by a specific commitment to ensure focus and 
quality. The Product Backlog is tied to the Product Goal, providing a long-term North Star. The Sprint Backlog 
is tied to the Sprint Goal, focusing the team on the immediate value of the iteration. The Increment is tied to the 
Definition of Done, which serves as the quality standard. These commitments ensure that transparency is not 
just about "what is done," but also "how well it is done," driving both focus and professional standards throughout 
the development lifecycle. 

1.7 Common Scrum Anti-Patterns and Solutions 

Destructive anti-patterns, such as the Product Owner dictating the Sprint Backlog or a "Blame Game" during 
retrospectives, directly undermine self-management and psychological safety. When a PO dictates tasks, they 
destroy Developer accountability; the solution is for the Scrum Master to coach the PO on the boundaries of their 
role and the value of team autonomy. In the case of the "Blame Game," the Scrum Master must intervene to 
restore the focus on process improvement rather than individual fault. These solutions are not just about 
"following the rules"—they are about restoring the empirical integrity that allows the framework to function. 

Deeply understanding these framework fundamentals provides the necessary foundation for the more complex 
task of developing high-performing teams. 

1.8 Understanding and Applying the Scrum Framework Practice Question 

​
 Q1: A Scrum Team realizes midway through the Sprint that one Product Backlog Item is too large to complete in 
time. What should they do?​
 A. Split it into smaller parts, deliver what they can, and replan the rest​
 B. Request an extension to complete the item​
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 C. Ask the Product Owner to remove it from the Sprint​
 D. Continue working on it and deliver it next Sprint 

Q2: A Product Owner starts assigning tasks to individual Developers during Sprint Planning. What is the Scrum 
Master’s best response?​
 A. Remind everyone that Developers should self-organize and decide how to deliver the Sprint Goal​
 B. Allow it if the Product Owner knows the team's strengths​
 C. Suggest distributing tasks evenly to keep things fair​
 D. Ask the Scrum Master to assign tasks instead 

Q3: A Scrum Master notices the Daily Scrum is being used to report progress to them rather than a collaborative 
planning discussion. What should the Scrum Master do?​
 A. Ask team members to provide written updates instead​
 B. Remind the Developers that the Daily Scrum is for them to synchronize and adapt their plan​
 C. Replace the meeting with individual one-on-one check-ins​
 D. Lead the Daily Scrum and assign tasks 

Q4: A stakeholder cannot attend the Sprint Review and requests it be rescheduled. What should the Scrum Team 
do?​
 A. Maintain the scheduled time-box and cadence​
 B. Reschedule the event to accommodate key stakeholders​
 C. Ask the Scrum Master to present the work to the stakeholder later​
 D. Cancel the Sprint Review 

Q5: A team demonstrates a new feature during the Sprint Review. Stakeholders give positive feedback but 
suggest a usability improvement. What should the Product Owner do?​
 A. Reject the feedback to preserve the initial scope​
 B. Update the Product Backlog based on stakeholder feedback​
 C. Log the suggestion outside the backlog​
 D. Defer the feedback to the next release 

Q6: A team finishes all Sprint Backlog items but discovers a critical bug in production. What could this indicate?​
 A. Too many stakeholders are involved in the Sprint Review​
 B. The Definition of Done may be insufficient or unclear​
 C. The team needs to report progress more frequently​
 D. The team should avoid accepting bugs into the Sprint 

Q7: What is the primary purpose of the Sprint Retrospective?​
 A. To celebrate team accomplishments​
 B. To evaluate stakeholder feedback​
 C. To reflect on the Sprint and identify improvements​
 D. To reprioritize the Product Backlog 

Q8: During Daily Scrum, a developer says: "I'm blocked due to no database access." What should happen next?​
 A. Scrum Master solves it directly during the meeting​
 B. Team discusses it in-depth within the time-box​
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 C. The issue is noted, and resolution discussed after the meeting​
 D. Ignore the blocker unless it affects others 

Q9: What is a key benefit of making the Definition of Done visible to all stakeholders?​
 A. It makes the Product Backlog easier to estimate​
 B. It limits the responsibilities of the Scrum Master​
 C. It reduces the number of bugs in development​
 D. It creates transparency around quality expectations 

Q10: Why is a Sprint Goal important in Scrum?​
 A. It helps the team remain focused and provides flexibility in scope​
 B. It enables the Scrum Master to assign work effectively​
 C. It prevents scope creep by fixing all backlog items in advance​
 D. It allows the Product Owner to track team velocity 

 

2. Developing People and Teams 
In the Scrum paradigm, the Scrum Master is a servant leader who understands that a high-performing team is an 
emergent property of the environment, not a result of management command. True performance is fostered 
through coaching, facilitation, and a relentless commitment to a culture of continuous improvement, where the 
team is empowered to own their processes and outcomes. 

2.1 Characteristics of a High-Performing Scrum Team 

High-performing teams are defined by self-organization and cross-functionality. Self-organizing teams manage 
their own work and internal decisions, which increases speed and ownership. Cross-functional teams possess all 
the skills required to deliver a "Done" Increment without external dependencies. In the competitive landscape, 
these characteristics reduce "wait time" and handoffs, allowing for a significantly faster time-to-market and a 
more resilient response to shifting customer needs. 

2.2 Identifying "Pseudo-High Performance" 

A critical skill for a senior strategist is identifying "Pseudo-High Performance." These are teams that appear 
harmonious on the surface but are actually stagnant. Symptoms include a lack of healthy conflict, always 
agreeing instantly (suggesting groupthink or fear), and an obsessive adherence to velocity over actual value 
delivery. If a team is not having difficult conversations about their process or quality, they are likely avoiding the 
transparency required for true growth. The Scrum Master must challenge this complacency by introducing 
techniques like silent brainstorming or powerful questions to draw out the "undiscussables." 

2.3 The Scrum Master as a Servant Leader 

The Scrum Master’s focus as a servant leader is to remove organizational impediments and promote the Agile 
mindset. This is not a passive role; it involves proactive coaching that directly correlates to team efficiency. By 
shielding the team from external interruptions and educating the organization on the "Why" of Scrum, the Scrum 
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Master allows the team to focus on value. This advocacy builds a resilient team capable of sustaining high 
performance even under technical or organizational pressure. 

2.4 Coaching and Facilitation 

A Scrum Master must discern when to coach and when to facilitate. Coaching involves helping the team discover 
their own solutions through "Powerful Questions" such as "What is the smallest step we can take to improve?" 
Facilitation involves guiding discussions using "Liberating Structures" (like 1-2-4-All) to ensure all voices are 
heard and consensus is reached. Both stances are designed to move the team away from a reliance on external 
authority and toward self-sufficiency. 

2.5 Conflict Resolution and Psychological Safety 

Conflict is a potential driver for innovation if managed correctly. The Scrum Master should recognize four levels of 
conflict: Minor Disagreements (requiring open discussion), Misalignment on Process (requiring alignment with the 
Scrum Guide), Interpersonal Conflict (requiring mediation), and High-Level Conflict (potentially requiring external 
coaching support). To maintain safety, the Scrum Master can teach Nonviolent Communication (NVC), focusing 
on the four steps: Observation, Feelings, Needs, and Requests. This ensures disagreements remain focused on 
the work and shared goals rather than personal attacks. 

2.6 Team Development Stages (Tuckman Model) 

As teams progress through Forming, Storming, Norming, and Performing, the Scrum Master’s stance must shift. 
In the Forming stage, the SM provides high guidance on Scrum rules. During Storming, the SM must facilitate 
conversations to resolve conflict without solving the problems directly—this is crucial for building the team's 
problem-solving "muscles." In Norming, the SM reinforces best practices, and in Performing, they shift to an 
almost invisible stance of empowerment, sustaining the team's momentum through minimal intervention. 

2.7 Measuring Team Performance: Outcomes Over Outputs 

To prevent "gaming the system," Scrum Masters must steer organizations away from vanity metrics like Story 
Points or Velocity comparisons. Instead, the focus should be on value-driven metrics: Lead Time (idea to 
delivery), Cycle Time (start of work to completion), and Customer Satisfaction (NPS). The "So What?" of this 
shift is that output-based metrics encourage teams to inflate estimates or cut quality to "hit the numbers," 
whereas outcome-based metrics align the team’s effort with actual business impact and customer delight. 

Effective team development internalizes the dynamics of collaboration, providing a bridge to the professional 
standards required to deliver high-quality products. 
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2.8 Developing People and Teams Practice Question​
​
 Q1: A Scrum Master observes that team members frequently wait for the Product Owner 
to make technical decisions. What should the Scrum Master do?​
 A. Encourage the Developers to collaborate and make technical decisions themselves​
 B. Assign one Developer to act as a technical lead for the team​
 C. Support the Product Owner in continuing this role​
 D. Schedule regular technical reviews with management 

Q2: Which of the following best reflects a high-performing Scrum Team?​
 A. The Scrum Master assigns tasks to each Developer in Sprint Planning​
 B. The team waits for stakeholder approval before changing their process​
 C. The team is self-organizing, cross-functional, and continuously improving​
 D. Each team member sticks to their specialized roles to maximize efficiency 

Q3: During a Sprint Retrospective, several Developers blame each other for missing the Sprint Goal. What is the 
Scrum Master’s best course of action?​
 A. Let the team vent their frustrations to clear the air​
 B. Escalate the issue to the Product Owner​
 C. Guide the team in applying constructive communication techniques like NVC​
 D. End the Retrospective early to avoid further conflict 

Q4: Which action best demonstrates a Scrum Master’s role as a Servant Leader?​
 A. Acting as the team’s spokesperson during all meetings​
 B. Ensuring all developers work overtime to meet commitments​
 C. Delegating tasks based on team skills​
 D. Facilitating team decisions while encouraging accountability 

Q5: A Developer prefers to work alone and avoids pair programming or team discussions. What is the Scrum 
Master’s most appropriate response?​
 A. Allow the Developer to continue as long as they meet deadlines​
 B. Encourage the Developer to reflect on the benefits of collaboration and support safe experimentation​
 C. Reassign the Developer to a non-Scrum team​
 D. Assign the Developer a mentor to oversee their work 

Q6: A Scrum Team completes all the tasks in their Sprint Backlog, but the product owner is unhappy with the 
outcome. What might this indicate?​
 A. The Sprint Goal was unclear or not collaboratively set​
 B. The Developers worked too closely with stakeholders​
 C. The Definition of Done is too detailed​
 D. The team needs stricter deadlines 

Q7: What is the benefit of using facilitation techniques such as dot voting or silent brainstorming during 
Retrospectives?​
 A. They help prioritize new features​
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 B. They reduce the number of Sprint Backlog items​
 C. They promote inclusive participation and collective decision-making​
 D. They allow dominant voices to control the meeting 

Q8: A Scrum Team struggles to collaborate with other teams due to dependency issues in a scaled environment. 
What should the Scrum Master do?​
 A. Assign external tasks to the Product Owner​
 B. Facilitate cross-team coordination practices like Scrum of Scrums​
 C. Escalate to management and request more resources​
 D. Reduce the number of Product Backlog items per Sprint 

Q9: What is the main reason psychological safety is essential in a Scrum Team?​
 A. It allows Product Owners to change priorities freely​
 B. It ensures stakeholders receive regular updates​
 C. It enables team members to take risks and learn from failures​
 D. It allows the Scrum Master to discipline team members without pushback 

Q10: How should a Scrum Master respond to leadership that insists on traditional metrics like hours worked and 
number of bugs fixed?​
 A. Recommend switching to Waterfall methodology​
 B. Educate leadership on outcome-based Agile metrics and provide examples​
 C. Ask the team to track both Agile and traditional metrics​
 D. Comply with the request to maintain alignment 

 

3. Developing and Delivering Products Professionally 
Technical excellence is a prerequisite for business agility. The ability to release frequently is not just a technical 
goal but a business requirement that necessitates professional engineering practices and a rigorous Definition of 
Done to ensure that speed does not come at the cost of stability. 

3.1 Professionalism in Scrum Development 

A professional Scrum Team is defined by a commitment to quality, knowledge sharing, and a sustainable pace. 
Professionalism means refusing to cut corners to meet a deadline, as doing so compromises the long-term 
viability of the product. By maintaining a sustainable pace and fostering cross-training, the team ensures they can 
continue to deliver value indefinitely without the risk of burnout or knowledge silos. 

3.2 Definition of Done (DoD) and Quality Assurance 

The DoD is a formal agreement that ensures transparency and protects against technical debt. A professional 
DoD must go beyond functional features to include Non-Functional Requirements (NFRs) such as performance 
(e.g., response times), security (e.g., vulnerability scanning), and usability (e.g., accessibility standards). By 
making these NFRs explicit in the DoD, the team ensures that every Increment is truly "Done" and ready for 
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deployment. The Scrum Team collaboratively evolves this standard during retrospectives, raising the quality bar 
as their technical capabilities grow. 

3.3 Agile Engineering Practices: TDD and BDD 

Professional teams utilize Test-Driven Development (TDD) and Behavior-Driven Development (BDD) to shift 
quality "to the left." TDD ensures that code is technically sound from its inception, while BDD uses the 
Given-When-Then format to ensure that features align with desired business behaviors. These practices 
collectively ensure that the team is not just building the product "right" technically, but also building the "right 
product" for the business. 

3.4 Continuous Integration (CI) and Continuous Delivery (CD) 

CI/CD mechanisms, including Trunk-Based Development and Feature Toggles, enable the fast feedback loops 
essential to Scrum. Trunk-Based Development encourages frequent integration to reduce merge conflicts, while 
Feature Toggles allow the team to decouple deployment from release—shipping code to production even if a 
feature is incomplete. This technical infrastructure allows the business to decide when to "turn on" a feature, 
providing ultimate flexibility in responding to market changes. 

3.5 Managing the High Cost of Technical Debt 

Technical debt, whether intentional (skipping a test for a deadline) or unintentional (poor design), acts as a 
high-interest loan. Ignoring it creates an "interest payment" in the form of increased bugs and slowed delivery, 
which eventually stalls development entirely. The Scrum Master must proactively educate the Product Owner on 
this risk, treating debt as a transparency issue. If the Product Backlog does not account for refactoring and debt 
reduction, the team’s ability to deliver future value will inevitably collapse. 

The delivery of quality increments ensures a stable foundation for the strategic management of the overall 
product life cycle. 

3.6 Developing and Delivering Products Professionally Practice Question 

​
 Q1: A Scrum Team frequently delivers features with hidden bugs due to missing regression tests. What should 
the Scrum Master do to ensure professional delivery?​
 A. Encourage the team to expand their Definition of Done to include automated regression testing​
 B. Assign a dedicated tester to validate Increments post-release​
 C. Suggest freezing features for end-of-Sprint validation​
 D. Ask the Product Owner to reduce scope to fit test effort 

Q2: A Scrum Team often rushes to deliver features without proper documentation or test coverage, leading to 
technical debt. How should the Scrum Master address this?​
 A. Facilitate a retrospective discussion on balancing speed with quality​
 B. Extend the Sprint length to give the team more time​
 C. Recommend skipping low-priority features​
 D. Ask stakeholders to lower expectations 



 
 
 
 
 
 

            
 

AAAdemy | https://www.aaademy.com 
Q3: Which of the following best describes the purpose of using Behavior-Driven Development (BDD) in a Scrum 
Team?​
 A. To replace the need for unit testing​
 B. To bridge communication gaps between technical and non-technical stakeholders​
 C. To increase developer productivity by reusing test scripts​
 D. To create extensive documentation for audit purposes 

Q4: A Scrum Team writes tests after features are built, often finding issues late. Which engineering practice 
would most help them deliver more professionally?​
 A. Avoid automating test cases to preserve flexibility​
 B. Assign testers to each developer to verify their work​
 C. Adopt Test-Driven Development (TDD) to write tests before writing code​
 D. Conduct bug triage sessions weekly 

Q5: A Product Owner wants to release frequently, but the team struggles with manual builds and long 
deployment cycles. What should be done to enable professional delivery?​
 A. Use a bug tracker to manage release-related issues​
 B. Implement Continuous Integration and Continuous Delivery (CI/CD) pipelines​
 C. Freeze scope to avoid last-minute changes​
 D. Increase the number of developers to speed up feature completion 

Q6: Which of the following best illustrates the risk of ignoring technical debt in Scrum Teams?​
 A. Sprint Planning becomes overly focused on delivery dates​
 B. Product demos require too many stakeholders to approve features​
 C. The team is unable to respond quickly to change due to code complexity​
 D. Business stakeholders become more involved in refinement 

Q7: A company is scaling Scrum across multiple teams. One team releases poor-quality Increments due to a 
weaker Definition of Done. What should be done to improve consistency?​
 A. Allow each team to define quality individually to preserve autonomy​
 B. Let the Product Owner veto low-quality releases​
 C. Delay deployment until user feedback justifies fixing​
 D. Introduce a shared Definition of Done across all Scrum Teams 

Q8: During Sprint Review, a stakeholder asks why the team didn’t deliver a full feature set. The team explains 
that they prioritized testing, automation, and quality. What should the Scrum Master do?​
 A. Help stakeholders understand that delivering value includes technical excellence​
 B. Advise the team to deprioritize test coverage for stakeholder satisfaction​
 C. Push the team to avoid discussing engineering topics with non-technical stakeholders​
 D. Escalate to senior management for clarity 

Q9: A Scrum Team works overtime to meet Sprint commitments, but team morale and quality are declining. What 
should the Scrum Master do?​
 A. Encourage the team to continue pushing as long as the Sprint Goal is achieved​
 B. Facilitate a retrospective to uncover causes and realign toward sustainable pace​
 C. Suggest increasing Sprint scope to challenge the team​
 D. Shift low performers off the team to improve outcomes 
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Q10: Which metric best helps a Scrum Team measure how fast it responds to production issues?​
 A. Customer Satisfaction (NPS)​
 B. Lead Time​
 C. Cycle Time​
 D. Mean Time to Recovery (MTTR) 

 

4. Managing Products with Agility 
The transition from predictive project management to adaptive product management is a fundamental shift in 
mindset. The Product Owner must evolve from a "scope manager" into a "Value Maximizer," focusing on 
outcomes that drive business success rather than just checking off items on a schedule. 

4.1 The Role of the Product Owner as Value Maximizer 

The Product Owner is responsible for the ROI of the product. The Scrum Master supports the PO by coaching 
them on effective backlog refinement and helping them navigate the conflicting demands of stakeholders. This 
collaboration is essential to ensure the PO has the authority and information needed to make difficult prioritization 
decisions that maximize the value delivered by the Developers. 

4.2 Product Vision and Strategy as the North Star 

A clear Product Vision and Value Proposition provide the "North Star" for the team. This vision, combined with a 
strategy for Competitive Differentiation, prevents the team from building "feature factories" that deliver volume 
without impact. Every item in the Product Backlog should have a direct line of sight to the Product Goal, ensuring 
that all effort contributes to the long-term business objectives. 

4.3 Strategic Prioritization Techniques 

Different prioritization techniques serve distinct strategic needs. WSJF (Weighted Shortest Job First) is critical 
for cost-of-delay analysis, ensuring that the team works on items that provide the most value relative to their 
duration. The Kano Model classifies features as basic needs, performance needs, or "delighters," helping the PO 
prioritize for customer satisfaction. MoSCoW (Must, Should, Could, Won’t) is effectively used for MVP planning. 
The strategic application of these tools ensures the team is always focused on the highest-value work. 

4.4 The MVP and Incremental Delivery 

The Minimum Viable Product (MVP) is a tool for validated learning, not a "discount" version of the product. By 
releasing a minimally sufficient product, the team can test business hypotheses with real users. This prevents the 
waste of over-engineering features based on assumptions, allowing the product to evolve based on actual market 
feedback. 

4.5 Flexible Forecasting and Roadmaps 
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Traditional, fixed-date roadmaps create a false sense of certainty in a complex environment. Agile roadmaps 
should be outcome-based and flexible, utilizing forecasting techniques like Monte Carlo simulations or 
velocity-based trends to provide a range of probable delivery dates. This approach provides stakeholders with 
realistic expectations while maintaining the team's ability to adapt the plan as new information emerges. 

Effective product management at the team level must be supported and enabled by the wider organizational 
structure. 

4.6 Managing Products with Agility Practice Question 

​
 Q1: A Product Owner consistently accepts stakeholder requests to add new features during the Sprint without 
consulting the Development Team. What should the Scrum Master do?​
 A. Support the Product Owner’s decisions to increase stakeholder satisfaction​
 B. Coach the Product Owner on respecting the Sprint boundaries and collaborate with the team during Sprint 
Planning​
 C. Suggest freezing the Product Backlog for the duration of the project​
 D. Escalate the issue to senior management for intervention 

Q2: A Product Owner uses the Kano Model during backlog refinement. Which type of feature is most likely to 
result in unexpected delight when delivered?​
 A. Performance feature​
 B. Must-have requirement​
 C. Delighter​
 D. Non-functional requirement 

Q3: What is a key benefit of using MoSCoW prioritization for managing the Product Backlog?​
 A. It categorizes backlog items by their relative importance, helping prioritize value delivery​
 B. It helps enforce strict deadlines and minimize change requests​
 C. It replaces the need for stakeholder collaboration​
 D. It ensures that developers work on the tasks they find most interesting 

Q4: Which of the following is a responsibility of the Product Owner in Scrum?​
 A. Defining and communicating the Product Vision​
 B. Facilitating the Daily Scrum and tracking team hours​
 C. Assigning work to Developers based on their skillsets​
 D. Managing stakeholder expectations during Sprint Retrospectives 

Q5: A Product Owner has difficulty deciding which item to prioritize in the Product Backlog. Which approach is 
best suited for balancing business value with delivery time?​
 A. MoSCoW prioritization​
 B. Weighted Shortest Job First (WSJF)​
 C. Backlog freezing until items are finalized​
 D. Assigning equal priority to all items 

Q6: Which of the following is a risk when managing a Product Backlog with too much detail far in advance?​
 A. Developers will lack enough work for the current Sprint​
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 B. It prevents the team from using velocity to forecast delivery​
 C. Stakeholders will disengage from Sprint Reviews​
 D. It may lead to overplanning and waste on low-priority items 

Q7: Why is backlog refinement considered a collaborative process in Scrum?​
 A. It allows the Scrum Master to enforce backlog structure​
 B. It removes the need for the Product Owner to write user stories​
 C. It ensures that the team collectively understands and estimates upcoming work​
 D. It replaces the need for formal Sprint Planning 

Q8: A Product Roadmap structured as “Now, Next, Later” best supports which of the following Agile principles?​
 A. Delivering large-scale fixed plans on time​
 B. Committing to features in quarterly releases​
 C. Locking requirements early to avoid scope creep​
 D. Adapting plans based on feedback and learning 

Q9: During a Sprint Review, a stakeholder suggests a new feature that is unrelated to the Sprint Goal. What 
should the Product Owner do?​
 A. Politely decline and explain that changes are not allowed post-Sprint​
 B. Capture the feedback and add the item to the Product Backlog for refinement​
 C. Immediately ask the Developers to implement it in the next Sprint​
 D. Ask the Scrum Master to facilitate a separate review session 

Q10: A Scrum Team is releasing a Minimum Viable Product (MVP) to early users. What is the main purpose of 
this release?​
 A. To validate assumptions and gather feedback with minimal effort​
 B. To meet the fixed deadline promised to executives​
 C. To ensure the roadmap is completed before customer input​
 D. To provide the complete product and finalize all features 

 

5. Evolving the Agile Organization 
Agile is not a practice for software teams alone; it is a cultural transformation that must permeate the entire 
organization. The Scrum Master acts as a change agent, influencing leadership and departments beyond 
development to remove systemic barriers to agility. 

5.1 The Scrum Master in Organizational Agility 

The Scrum Master’s responsibility extends to coaching leadership on servant leadership and facilitating 
cross-departmental collaboration. This includes working with non-Agile functions to resolve systemic conflicts: 

●​ Legal: Moving from rigid upfront contracts to lightweight, iterative agreements. 
●​ Finance: Shifting from annual fixed budgeting to Lean Portfolio Management and dynamic funding. 
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●​ HR: Transitioning from individual output-based performance reviews to team-based value delivery 

assessments. 

5.2 Shifting Culture: Empower and Enable 

Transforming an organization requires shifting from "command-and-control" to "empower-and-enable." 
Resistance often comes from middle management fearing a loss of authority. The Scrum Master addresses this 
by demonstrating how empirical process control reduces risk and by coaching managers to become "Agile 
Leaders" who focus on removing obstacles rather than assigning tasks. 

5.3 Scaling Scrum with Context-Sensitivity 

Scaling should be approached with caution, choosing a framework that fits the specific context. LeSS is ideal for 
minimal process overhead but risks PO overload. Nexus focuses on technical integration for 3–9 teams but can 
suffer from integration bottlenecks if the shared DoD is weak. SAFe provides a structured framework for large 
enterprises but risks becoming a "compliance checklist" that stifles true agility. Regardless of the framework, a 
shared Definition of Done and a single Product Backlog are non-negotiable for success. 

5.4 Agile Leadership and Servant Leadership 

Agile leaders do not manage work; they manage the environment. They provide the vision, remove organizational 
barriers, and empower self-organization. By focusing on outcomes rather than output, Agile leaders create the 
space for teams to innovate and deliver value at a sustainable pace. 

5.5 Overcoming Transformation Pitfalls 

Common failure points include "Agile by name only" and a lack of executive buy-in. To overcome these, the 
Scrum Master should start with pilot teams to demonstrate "quick wins," building institutional trust through 
transparent evidence of success. This data-driven approach helps win over skeptical leaders and creates the 
momentum needed for a full-scale transformation. 

5.6 Strategy for Complex Exam Scenarios 

When navigating ambiguous PSM II exam questions, apply the three-step analysis framework: 

1.​ Self-management: Does the solution preserve the team's autonomy? (Avoid "Manager decides"). 
2.​ Empiricism: Does the solution promote Transparency, Inspection, or Adaptation? (Avoid "Wait for next 

month"). 
3.​ Value Delivery: Does the solution prioritize customer value over output? (Avoid "Finish all points"). 

Scenario Example: If a stakeholder wants to add a high-priority feature mid-sprint, the PSM II response is not to 
"just say no" or "just say yes," but to ask the Developers to renegotiate the Sprint Backlog with the Product 
Owner, ensuring the Sprint Goal is still viable while remaining responsive to new value. 

The Professional Scrum Master II is a leader who masterfully balances deep technical knowledge, human-centric 
coaching, and organizational strategy. By upholding the principles of Scrum while navigating the complexities of 
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human and organizational behavior, the PSM II serves as the ultimate catalyst for delivering sustained business 
value. 

5.7 Evolving the Agile Organization Practice Question 

​
 Q1: An organization’s departments still operate in silos despite adopting Scrum at the team level. What should a 
Scrum Master do to evolve the organization's agility?​
 A. Encourage cross-department Agile collaboration through communities of practice​
 B. Wait until all Scrum Teams mature before addressing organizational change​
 C. Ask each Product Owner to align their backlog with a central PMO​
 D. Recommend removing middle managers to accelerate flattening the hierarchy 

Q2: A leadership team insists on fixed annual budgets and quarterly deliverables despite the organization 
undergoing Agile transformation. What should the Scrum Master recommend?​
 A. Increase Sprint lengths to align with financial reporting timelines​
 B. Implement Lean Portfolio Management to support iterative budgeting​
 C. Focus only on team-level agility until executives understand Agile​
 D. Shift team metrics from velocity to cycle time 

Q3: A company starts scaling Scrum using the Nexus framework. However, teams struggle to integrate their work 
every Sprint. What practice could best address this?​
 A. Assign a separate project manager to each Scrum Team​
 B. Strengthen the Nexus Integration Team and use a single Definition of Done​
 C. Use Story Points as a baseline for coordinating dependencies​
 D. Plan joint releases every quarter instead of integrating per Sprint 

Q4: Middle managers in a company feel threatened by Agile adoption and resist changes in team autonomy. 
What approach should the Scrum Master take?​
 A. Remove their involvement in Agile ceremonies to avoid disruption​
 B. Educate them on Servant Leadership and involve them as transformation allies​
 C. Reassign them to back-office functions​
 D. Let teams work independently and report issues later 

Q5: During an organizational retrospective, feedback reveals that strategy isn’t clearly connected to what Scrum 
Teams are building. What is a suitable solution?​
 A. Conduct more daily Scrums across teams​
 B. Introduce Objectives and Key Results (OKRs) to bridge strategy and execution​
 C. Increase backlog refinement sessions​
 D. Delay product releases until strategic clarity improves 

Q6: Which of the following best reflects the mindset shift required for Agile transformation?​
 A. Moving from planning upfront to delivering value iteratively​
 B. Removing all hierarchy in the organization​
 C. Defining all requirements at the beginning of the year​
 D. Assigning work based on job titles 
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Q7: An organization scaling Scrum using SAFe is struggling with misaligned priorities across teams. What should 
the Scrum Master recommend?​
 A. Rely on a central backlog managed by the PMO​
 B. Use Agile Release Trains (ARTs) and synchronize teams around a shared cadence​
 C. Mandate that all teams follow the same Definition of Ready​
 D. Extend Sprints to match strategic release cycles 

Q8: What is the primary purpose of an Agile Center of Excellence (CoE) within an organization?​
 A. To evaluate team performance and assign grades​
 B. To ensure Agile consistency, training, and continuous improvement across departments​
 C. To control all project budgets and resources​
 D. To take over backlog prioritization from Product Owners 

Q9: A common anti-pattern during Agile transformation is "Agile by name only." What does this typically involve?​
 A. Teams adopting Scrum but continuing to follow command-and-control management​
 B. Teams that skip retrospectives to focus on delivery​
 C. Leaders who prioritize DevOps automation​
 D. Teams using Jira without understanding Agile principles 

Q10: A company wants to measure its organizational agility. Which of the following is the most relevant metric?​
 A. Number of Sprints completed​
 B. Story points delivered per Sprint​
 C. Adaptability index across strategic initiatives​
 D. Lines of code written by developers 

 
 

Learning Path & Study Advice 
Preparation should begin with reaffirming a clear understanding of Scrum theory and values, ensuring that core 
principles such as empiricism and accountability are fully internalized. From there, learners should deepen their 
exploration of servant leadership, coaching approaches, and facilitation techniques, focusing on behavioral 
patterns and real-world application. 

Practical reflection is essential. Candidates should analyze their professional experiences, evaluate team 
challenges, and consider alternative approaches grounded in Scrum principles. Studying complex scenarios and 
understanding the reasoning behind different leadership responses will strengthen judgment and adaptability. 
Emphasis should remain on conceptual clarity, systemic thinking, and professional maturity rather than 
memorization. 
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Who This PDF Is For 
This document is intended for experienced Scrum Masters, Agile Coaches, and professionals who operate in 
product development environments using Scrum. It is most suitable for individuals who already have practical 
experience working with Scrum teams and wish to deepen their leadership effectiveness. 

It is also relevant for team leaders, delivery managers, and organizational change practitioners seeking a 
structured understanding of advanced Scrum mastery. Professionals aiming to strengthen their ability to guide 
teams and influence organizational agility will benefit most from this overview. 

 
 

Call To Action 
This document provides an overview of structured learning and certification preparation approaches. For learners 
seeking clear knowledge organization, guided study planning, and exam-focused practice resources, AAAdemy 
offers a comprehensive platform to support independent and effective learning. 

Explore additional training materials, study guidance, and practice resources at: 

https://www.aaademy.com/Scrum-Certification/PSM-II.html 

Online Flashcards (Quizlet)： 
 
https://quizlet.com/user/AAAdemy/folders/psm-ii-professional-scrum-master-ii-flashcards-aaademy?i=6zfa5t&x=1
xqt 
 
 
Attachment: Answers by Knowledge Point 

Understanding and Applying the Scrum Framework Practice Question​
 A1: Answer: A​
 Explanation: Scrum emphasizes adaptability. When a PBI turns out to be too large, it should be split into smaller, 
deliverable parts. This allows the team to deliver value while remaining within the time-boxed Sprint. 

A2: Answer: A​
 Explanation: One of Scrum’s core principles is self-management. Developers decide how to accomplish the 
work, and the Scrum Master should intervene if this principle is violated. 

A3: Answer: B​
 Explanation: The Daily Scrum is a Developer-owned event used to inspect progress toward the Sprint Goal and 
adapt their plan. It is not a status report to the Scrum Master. 

A4: Answer: A​
 Explanation: Sprint Reviews are time-boxed and held at the end of every Sprint. The cadence and regularity help 
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ensure consistency and planning. Stakeholders may be updated afterward, but the event should not be 
rescheduled. 

A5: Answer: B​
 Explanation: The Sprint Review is an opportunity to inspect the product and gather feedback. The Product 
Owner should adapt the Product Backlog accordingly to maximize value. 

A6: Answer: B​
 Explanation: A complete and well-defined Definition of Done includes all criteria necessary for high quality. If 
bugs escape to production, it likely means the DoD lacks sufficient validation practices. 

A7: Answer: C​
 Explanation: The Sprint Retrospective is a dedicated event for the Scrum Team to inspect their working methods 
and define actionable improvements for future Sprints. 

A8: Answer: C​
 Explanation: Daily Scrum should remain focused and time-boxed. Blockers should be noted during the meeting 
and resolved afterward to maintain the flow and effectiveness of the event. 

A9: Answer: D​
 Explanation: The Definition of Done promotes transparency by clarifying what "done" means. This shared 
understanding ensures consistent quality and reduces ambiguity. 

A10: Answer: A​
 Explanation: The Sprint Goal offers focus and alignment. It guides Developers in making decisions and allows 
flexibility in how to achieve it, even if the scope evolves during the Sprint. 

Developing People and Teams Practice Question​
 A1: Answer: A​
 Explanation: Developers are responsible for technical decisions within the Scrum Team. The Scrum Master 
should coach the team to be self-managing, encouraging collaborative decision-making without relying on the 
Product Owner for technical guidance. 

A2: Answer: C​
 Explanation: High-performing Scrum Teams are characterized by self-organization, cross-functional skills, 
shared ownership, and a strong focus on continuous improvement through feedback and adaptation. 

A3: Answer: C​
 Explanation: Nonviolent Communication (NVC) fosters a safe environment for expressing concerns without 
blame. The Scrum Master should guide the team toward constructive dialogue, improving team dynamics and 
psychological safety. 

A4: Answer: D​
 Explanation: A Servant Leader supports the team by creating an environment where they can make decisions 
and grow. Scrum Masters serve the team by coaching, removing impediments, and empowering 
self-management. 
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A5: Answer: B​
 Explanation: The Scrum Master fosters a culture of collaboration. Encouraging reflection and experimentation 
helps the team member understand the value of working together without forcing behavior change. 

A6: Answer: A​
 Explanation: Completing all tasks doesn't guarantee delivering value. A clearly understood and shared Sprint 
Goal aligns expectations and ensures focus on outcomes, not just output. 

A7: Answer: C​
 Explanation: Tools like dot voting and silent brainstorming ensure that all team members contribute ideas and 
decisions are made fairly, fostering engagement and collaboration. 

A8: Answer: B​
 Explanation: Scrum of Scrums and other coordination practices help resolve inter-team dependencies in scaled 
environments. The Scrum Master’s role is to enable this collaboration and alignment. 

A9: Answer: C​
 Explanation: Psychological safety is a foundation of high-performing teams. It encourages openness, innovation, 
and the willingness to challenge ideas, admit mistakes, and improve. 

A10: Answer: B​
 Explanation: The Scrum Master should help leadership understand the value of outcome-oriented metrics like 
lead time, customer satisfaction, and Sprint Goal achievement, which are more aligned with Agile thinking. 

Managing Products with Agility Practice Question​
 A1: Answer: B​
 Explanation: In Scrum, once a Sprint begins, its scope is fixed. The Product Owner should respect this boundary 
and collaborate with the Development Team during Sprint Planning. The Scrum Master should coach the PO to 
avoid disrupting the Sprint and maintain focus on the Sprint Goal. 

A2: Answer: C​
 Explanation: In the Kano Model, "Delighters" are features that exceed customer expectations and create a 
strong positive reaction. These are not expected but have a high impact on satisfaction when discovered. 

A3: Answer: A​
 Explanation: MoSCoW is a simple yet effective prioritization technique that helps Product Owners and teams 
categorize items by importance—Must, Should, Could, and Won’t—thus focusing on delivering the highest value 
first. 

A4: Answer: A​
 Explanation: The Product Owner is responsible for setting and communicating the Product Vision. This vision 
guides prioritization and aligns stakeholders. Assigning tasks and facilitating Scrum events are not PO 
responsibilities. 

A5: Answer: B​
 Explanation: WSJF is a method that helps prioritize items based on the cost of delay divided by the job duration. 
It is effective for optimizing value delivery when managing competing priorities. 
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A6: Answer: D​
 Explanation: Over-refining items that may never be implemented leads to waste. Scrum promotes refining just 
enough, just in time, focusing on high-priority items that are likely to be worked on soon. 

A7: Answer: C​
 Explanation: Backlog refinement helps ensure shared understanding. When the entire Scrum Team participates, 
they align on goals, clarify items, and improve estimation accuracy, enhancing Sprint Planning efficiency. 

A8: Answer: D​
 Explanation: The "Now-Next-Later" roadmap is dynamic and reflects Scrum's iterative nature. It supports 
flexibility and helps teams respond to change by revisiting priorities frequently based on learning. 

A9: Answer: B​
 Explanation: Feedback from Sprint Reviews is valuable. The PO should capture relevant feedback and evaluate 
it against existing priorities. It does not mean committing immediately, but it must be visible in the backlog. 

A10: Answer: A​
 Explanation: The MVP is intended to test ideas, validate assumptions, and gather early feedback before scaling 
investment. It enables learning quickly and adjusting direction based on real customer input. 

Developing and Delivering Products Professionally Practice Question​
 A1: Answer: A​
 Explanation: The Definition of Done should reflect quality expectations, including automated regression testing. 
This helps ensure each Increment is truly “done” and meets professional standards. 

A2: Answer: A​
 Explanation: The Scrum Master supports the team in maintaining professionalism by facilitating continuous 
improvement. Retrospectives are the right forum to address imbalances and refocus on sustainable quality. 

A3: Answer: B​
 Explanation: BDD improves collaboration by describing behavior in business terms. This strengthens shared 
understanding among developers, testers, and business stakeholders. 

A4: Answer: C​
 Explanation: TDD improves quality by requiring developers to write tests before coding. This ensures better 
design, fewer bugs, and more maintainable software. 

A5: Answer: B​
 Explanation: CI/CD automates the build, test, and deployment process. This reduces delays, minimizes human 
error, and supports frequent, high-quality delivery. 

A6: Answer: C​
 Explanation: Ignoring technical debt leads to code rot, making it harder to adapt or deliver quickly. This 
complexity hampers agility, innovation, and stakeholder confidence in the product. 

A7: Answer: D​
 Explanation: A shared Definition of Done ensures consistent quality across multiple teams working on the same 
product. This is essential in scaled environments to prevent fragmented releases. 
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A8: Answer: A​
 Explanation: Professional Scrum values technical excellence. The Scrum Master should advocate for it and help 
stakeholders understand that quality is part of delivering value. 

A9: Answer: B​
 Explanation: Sustainable pace is essential to long-term performance. The Scrum Master should help the team 
self-reflect and find ways to avoid burnout while still delivering value. 

A10: Answer: D​
 Explanation: MTTR measures how quickly a team recovers from incidents. This is crucial for evaluating 
operational stability and delivery professionalism. 

Evolving the Agile Organization Practice Question​
 A1: Answer: A​
 Explanation: The Scrum Master should foster organizational-level agility by encouraging cross-department 
collaboration. Communities of Practice (CoPs) are a proven method for connecting people across silos and 
promoting shared learning. 

A2: Answer: C​
 Explanation: Lean Portfolio Management (LPM) enables budgeting and planning in smaller, iterative cycles. It 
supports adaptability and aligns Agile execution with financial practices. 

A3: Answer: B​
 Explanation: In Nexus, the Nexus Integration Team facilitates integration, and a unified Definition of Done 
ensures all teams align on quality. These practices help teams deliver a single integrated Increment. 

A4: Answer: B​
 Explanation: Resistance from middle management is common. The Scrum Master should engage them through 
education on Agile leadership models and show how they can enable rather than control teams. 

A5: Answer: C​
 Explanation: OKRs align business goals with Agile team activities. They provide measurable objectives and 
outcomes, helping teams understand the broader vision and make aligned decisions. 

A6: Answer: A​
 Explanation: Agile transformation requires shifting from predictive, up-front planning to adaptive, iterative value 
delivery. This shift is cultural as well as procedural. 

A7: Answer: B​
 Explanation: SAFe uses Agile Release Trains to align teams on cadence and synchronize priorities, planning, 
and releases. This reduces misalignment across multiple teams. 

A8: Answer: D​
 Explanation: An Agile CoE supports Agile maturity by sharing best practices, providing training, and aligning 
approaches across teams. It does not interfere with team-level decision-making such as prioritization. 
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A9: Answer: D​
 Explanation: "Agile by name only" refers to surface-level adoption of Agile tools or labels without embracing 
Agile values and mindset. This leads to dysfunction and failed transformations. 

A10: Answer: A​
 Explanation: The adaptability index measures how quickly and effectively an organization responds to change. It 
reflects true organizational agility, unlike activity-based metrics. 
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