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Lesson 08: Scrum Roles
The Structure Behind Agile Values
	Qualification
	NCFE Level 2 Certificate in Understanding Coding (603/5854/3)

	Unit / Lesson
	Unit 05: Communication & Project Management — Lesson 08 of scheme

	Duration
	90 minutes

	Prior learning
	Learners met Agile as a philosophy in Lesson 07, its values, principles and characteristics. This lesson introduces Scrum as a specific, structured Agile framework, focusing on its three roles, with Scrum's five events covered in Lesson 09.

	Room / resources
	Classroom with student devices, retrieval.toolsforteaching.co.uk, OneNote Class Notebook, scrummastery.toolsforteaching.co.uk, projector for slide deck Unit_5_Lesson_08_Scrum_Roles.pptx



Learning Objectives
By the end of this lesson, learners will be able to:
1. Describe what is meant by Scrum and explain how it relates to Agile
1. Explain the role and responsibilities of the Product Owner
1. Explain the role and responsibilities of the Scrum Master
1. Explain the role and responsibilities of the Scrum Team
1. Describe how the three roles support communication and delivery within a project

Key Vocabulary (teacher reference)
	Term
	Definition

	Scrum
	A specific Agile framework for managing and completing complex work, organising it into short time-boxed sprints with defined roles, events and artefacts.

	Product Owner
	The Scrum team member responsible for defining what needs to be built and in what order, owning and managing the Product Backlog.

	Scrum Master
	The team member responsible for facilitating the Scrum process, coaching the team, and removing blockers. They serve the team rather than manage it.

	Scrum Team
	The developers, designers and testers who build the product, self-organising and cross-functional.

	Product Backlog
	A prioritised list of all features, improvements and fixes needed for the product, owned by the Product Owner.

	Sprint Backlog
	The subset of Product Backlog items the team commits to completing during one sprint.

	Impediment
	Anything that slows down or blocks the team from making progress, which the Scrum Master identifies and removes.

	User story
	A short description of a feature from the user's perspective, in the format: as a [user], I want to [action] so that [benefit].



Lesson Phases and Timing
	Time
	Phase
	Teacher activity
	Learner activity

	5 min
	Starter and housekeeping
	Displays retrieval.toolsforteaching.co.uk recall code (slide 2). Reminds learners phones go in the wall pockets once logged in.
	Complete the retrieval quiz on devices, then put phones away.

	3 min
	Learning objectives and key vocabulary
	Introduces today's five objectives, notes the teacher is a qualified Certified Scrum Developer, and the eight key terms.
	Copy learning objectives into OneNote workbook, begin the key vocabulary table.

	3 min
	Recap
	Poses four quick recap questions, what is Agile in one sentence, what does iterative mean, what is a sprint, has anyone heard the word Scrum before in any context.
	Answer the recap questions verbally, recalling Lesson 07 content.

	2 min
	In Rugby...
	Uses the rugby analogy, the Scrum is where a group of people work closely together to achieve a common goal, the same is true in software development. Establishes, Agile tells us the values and principles we should follow, Scrum gives us the structure, the specific roles, meetings, and way we organise sprints. Notes today focuses on the three Scrum roles.
	Note down the rugby analogy and that today's focus is the three Scrum roles.

	5 min
	Scrum as an Agile framework
	Explains Scrum is a specific Agile framework, Agile is the philosophy, Scrum is one way of applying it, other frameworks include Kanban and SAFe (not required for this unit). Explains sprints (typically 1–4 weeks) producing a working product increment at the end of each, and the three Scrum artefacts, Product Backlog, Sprint Backlog, Product Increment. Notes Scrum has three roles and five events, roles today, events next lesson.
	Note down the relationship between Agile and Scrum, and the three Scrum artefacts.

	10 min
	The three Scrum roles
	Explains the Product Owner (represents customer/user/stakeholder needs, owns and manages the Product Backlog, decides what gets built and in what order, accepts or rejects completed work), the Scrum Master (facilitates the Scrum process, removes impediments, coaches the team, shields the team from distractions and mid-sprint scope changes, facilitates all Scrum events), and the Scrum Team (self-organising, cross-functional, typically 3–9 people, commits to and owns the sprint backlog).
	Note down all three Scrum roles, their responsibilities, and each role's communication focus.

	4 min
	Research: how the roles support communication
	Shows the three communication links, Product Owner to Scrum Team (clarifies requirements, prevents building the wrong thing), Scrum Master to Everyone (facilitates communication, removes blockers, protects the team from mid-sprint scope changes), Scrum Team to Product Owner (presents work at Sprint Review, receives feedback).
	Copy the three communication links and why each matters.

	2 min
	Let's plan a Scrum project
	Introduces the simulation platform, scrummastery.toolsforteaching.co.uk, where learners will apply the three roles in a hands-on activity.
	Note down the platform address for the upcoming simulation.

	35 min
	Scrum role simulation
	Runs the four-phase simulation in small groups, Phase 1 Role familiarisation (5 min), Phase 2 Build the backlog (15 min), Phase 3 Prioritise the sprint (10 min), Phase 4 Record and label (5 min), circulating with prompts that push learners from listing features to justifying priorities and linking back to communication skills from earlier lessons.
	Working in your allocated Scrum role, work through all four phases of the simulation in OneNote, building and prioritising a Sprint 1 Backlog.

	3 min
	Debrief and consolidation
	Poses five debrief questions, show us your Sprint 1 Backlog, what features did you choose, what did you leave out and why, what did the Product Owner have to decide that the Scrum Team could not, what would the Scrum Master have done if the team argued, how is a Product Backlog different from a to-do list.
	Contribute answers to the debrief questions, reflecting on the simulation.

	1 min
	Remember
	Summarises, Scrum is an Agile framework that structures work into sprints with defined roles that each support communication and delivery, the Product Owner prioritises, the Scrum Master facilitates, the Scrum Team builds, a prioritised Product Backlog reduces waste and keeps the project aligned with user needs.
	Note down the summary statement.

	10 min
	Workbook preparation
	Sets the writing task, write 150–200 words describing what is meant by Scrum, and explaining the role of the Product Owner, Scrum Master and Scrum Team.
	Working independently, write 150–200 words covering Scrum and all three roles.

	4 min
	Final questions
	Poses the four exit questions, in one sentence describe what Scrum is, name the three Scrum roles, who owns the Product Backlog, what is the Scrum Master's main job when the team has a blocker.
	Answer all four exit questions individually in OneNote.



Differentiation
	Support
	Core
	Stretch

	Provide the three Scrum roles as a printed reference card during the simulation, rather than requiring recall from memory while also role-playing.
Assign the Scrum Team role to learners needing more support in Phase 2, since building the backlog is more concrete than the prioritisation judgement calls made by the Product Owner.
Provide sentence starters for each of the three role explanations in the workbook preparation task.
	Complete all four phases of the simulation with a justified Sprint 1 Backlog, and write the full 150–200 word workbook preparation covering Scrum and all three roles.
	Ask stretch learners taking the Product Owner role to justify, in writing, why one specific feature was left out of Sprint 1 and what would need to change for it to be included in Sprint 2.
Extend the debrief, ask learners to compare how a Product Backlog differs from a to-do list in more depth than the debrief question requires, considering prioritisation and evolving requirements.



Assessment for Learning
1. The recap questions are a quick, low-stakes check that Lesson 07's Agile content is secure before Scrum, a specific framework built on those ideas, is introduced.
1. Verbal understanding of the rugby analogy and the Agile/Scrum relationship is checked before the three roles are taught in depth.
1. Circulate during the simulation, especially during Phase 2 and Phase 3, this is the main practical checkpoint, correctly justifying which features belong in Sprint 1 (using the circulate prompts given) is the clearest evidence of understanding the Product Owner's decision-making role.
1. Debrief questions are a strong whole-class checkpoint, particularly what did the Product Owner have to decide that the Scrum Team could not, which directly targets the distinction between the roles.
1. The workbook preparation and final questions are the main written and end-of-lesson checkpoints, checked for all three roles being explained distinctly, not blended together.

Common Misconceptions
	Misconception
	How to address it

	Learners think the Scrum Master manages or gives orders to the team.
	Reinforce directly, the Scrum Master facilitates and serves the team, they do not manage it, they remove impediments and coach the team on Agile values and the Scrum framework, the Scrum Team is self-organising.

	Learners think the Product Owner is part of the Scrum Team who builds the product.
	Clarify the three separate roles, the Product Owner represents customer and stakeholder needs and decides what gets built, the Scrum Team, developers, designers and testers, does the actual building, these are distinct roles with distinct responsibilities.

	Learners think a Product Backlog is just a to-do list with extra steps.
	Use the debrief question directly to challenge this, a Product Backlog is prioritised and continuously evolves based on stakeholder needs and sprint outcomes, a to-do list is typically static and unordered by comparison.



Homework
Write a short paragraph (about 100 words) explaining, using your own Sprint 1 Backlog from today's simulation, one decision your Product Owner made and why you think it was the right call given the project's constraints.



	STUDENT SECTION — CUT & PASTE INTO ONENOTE



Unit 05 | Lesson 08: Scrum Roles
	ℹ️  How to use this page
This is your notes, classwork and revision resource in one place. Complete the tasks during the lesson as directed. Use the space under each box for your own answers. Return to the key terms and revision checklist when revising for assessments.



What will I be able to do by the end of this lesson?
☐  Describe what is meant by Scrum and explain how it relates to Agile.
☐  Explain the role and responsibilities of the Product Owner.
☐  Explain the role and responsibilities of the Scrum Master.
☐  Explain the role and responsibilities of the Scrum Team.
☐  Describe how the three roles support communication and delivery.

Recall Quiz
Visit: retrieval.toolsforteaching.co.uk
Code: o3ifo0

Key Vocabulary
	Term
	Definition

	Scrum
	


	Product Owner
	


	Scrum Master
	


	Scrum Team
	


	Product Backlog
	


	Sprint Backlog
	


	Impediment
	


	User story
	




Recap
What is Agile in one sentence? What does iterative mean? What is a sprint? Has anyone heard the word Scrum before, in any context?

	🏉  In Rugby...
The Scrum is where a group of people work closely together to achieve a common goal.
In Software Development... we do the same thing.
Agile tells us the values and principles we should follow. Scrum gives us the structure: the specific roles, the meetings, and the way we organise our sprints.
Today we focus on the three Scrum roles.



	📌  Scrum as an Agile Framework
Scrum is a specific Agile framework for managing and completing complex work. It provides the structure that turns Agile values into day-to-day practice.
Agile is the philosophy; Scrum is one way of applying it. Other Agile frameworks include Kanban and SAFe, but are not required for this unit.
Scrum organises work into time-boxed iterations called sprints (typically 1–4 weeks). At the end of each sprint, a working product increment is produced and reviewed.
Scrum uses three artefacts: Product Backlog (all the work to be done), Sprint Backlog (work for this sprint), Product Increment (the working product after each sprint).
Scrum has three roles and five events. This lesson covers the roles, we'll cover the events next lesson.



Product Owner
1. Represents the needs of the customer, users, and stakeholders.
1. Owns and manages the Product Backlog: the prioritised list of all features and tasks.
1. Decides what gets built and in what order, sets the sprint goals.
1. Accepts or rejects completed work at the end of each sprint.
1. Acts as the bridge between the development team and the outside world.
Communication focus: translates business requirements into actionable tasks for the Scrum Team.

Scrum Master
1. Facilitates the Scrum process: ensures the team follows Scrum events and practices.
1. Removes impediments (blockers) that prevent the team from making progress.
1. Coaches the Scrum Team on Agile values and the Scrum framework.
1. Shields the team from external distractions and scope changes during a sprint.
1. Facilitates all Scrum events (sprint planning, daily scrum, sprint review, retrospective).
Communication focus: promotes open communication within the team and resolves process issues quickly.

Scrum Team
1. The developers, designers, and testers who do the actual work of building the product.
1. Self-organising: the team decides how best to complete the sprint backlog items.
1. Cross-functional: together the team has all the skills needed to deliver the sprint goal.
1. Typically 3–9 people, small enough to be agile, large enough to complete meaningful work.
1. Commits to and owns the sprint backlog during a sprint.
Communication focus: daily stand-up meetings (Daily Scrum) keep everyone aligned on progress and aware of blockers.

Research — How the Roles Support Communication and Delivery
	Communication link
	What is communicated
	Why it matters

	Product Owner → Scrum Team
	The Product Owner clarifies requirements and answers questions during sprint planning and throughout the sprint.
	Keeps the development team focused on what the client wants, and keeps the client aware of progress.

	Scrum Master → Everyone
	The Scrum Master facilitates communication across the whole team, removing blockers and protecting the team from scope changes mid-sprint.
	Prevents issues derailing development, ensures the sprint lifecycle is adhered to.

	Scrum Team → Product Owner
	At the Sprint Review, the team presents what they have built. The Product Owner gives feedback and updates priorities.
	Ensures a deliverable iteration at each stage, and that the next Sprint is appropriate.



Let's Plan a Scrum Project
Visit: scrummastery.toolsforteaching.co.uk

Scrum Role Simulation
	🎯  Task focus — small groups, 35 minutes
In your allocated roles, work through the activity in OneNote.
1. Phase 1 — Role familiarisation (5 min)
1. Phase 2 — Build the backlog (15 min)
1. Phase 3 — Prioritise the sprint (10 min)
1. Phase 4 — Record and label (5 min)


My role:

Our Sprint 1 Backlog:

Debrief and Consolidation
1. What features did you choose?

2. What did you leave out and why?

3. What did the Product Owner have to decide that the Scrum Team could not decide for them?

4. What would the Scrum Master have done if the team started arguing about which features to include?

5. How is a Product Backlog different from a to-do list?


	📌  Remember...
Scrum is an Agile framework that structures work into sprints, with defined roles that each support communication and delivery.
The Product Owner prioritises the work; the Scrum Master facilitates the process; the Scrum Team does the building.
A prioritised Product Backlog ensures the team always works on the most valuable features first, this reduces waste and keeps the project aligned with user needs.



Workbook Preparation
	📝  Independent, 10 minutes
Write 150–200 words on:
1. Describe what is meant by Scrum.
1. Explain the role of: Product Owner, Scrum Master, Scrum Team.


My 150–200 words:

Final Questions
	Exit question
	My answer

	In one sentence, describe what Scrum is.
	

	Name the three Scrum roles.
	

	Who owns the Product Backlog?
	

	What is the Scrum Master's main job when the team has a blocker?
	



Portfolio Evidence Checklist
	✓
	Evidence item

	☐
	Completed Key Vocabulary table, all 8 terms defined accurately.

	☐
	Scrum Role Simulation completed, all four phases, Sprint 1 Backlog recorded.

	☐
	Debrief questions answered.

	☐
	Workbook preparation, 150–200 words completed.

	☐
	Final questions answered.


