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Executive Summary: Why the Role Is Changing 

For years, the ScrumMaster role has been defined too narrowly. ScrumMasters schedule ceremonies, 
update boards, track actions, remove impediments, and help teams follow Agile practices. Those activities 
can be useful, especially for teams new to Scrum, but they were never the highest-value expression of the 
role, and in the age of AI, they are increasingly difficult to defend as a full-time leadership position. 

Three forces are driving this evolution at once: 

1.  AI automation 
Routine coordination and administrative work (agendas, meeting summaries, action capture, backlog 
analysis, retrospective themes) is increasingly automatable. A role centered primarily on those activities will 
come under sustained pressure. 

2.  Organizational maturity 
As teams internalize Agile practices, they need less framework administration. Capability that once required 
a dedicated facilitator becomes part of how the team simply works. 

3.  Product-oriented delivery 
Organizations increasingly need leaders who can optimize value and flow beyond a single team: across the 
intake, prioritization, capacity, and release system that determines whether value reaches customers. 

 

In 2023, Capital One became the most visible example of this shift when it eliminated its Agile job family and 
integrated Agile delivery into engineering and product management roles. Its explanation was revealing: the 
specialized Agile role had been important during earlier stages of transformation, but organizational maturity 
made it possible to embed Agile delivery into core engineering practice. The lesson is not that Agile 
leadership has become unnecessary, it is that organizations will no longer support a role whose contribution 
appears limited to administering a framework. 

 

The question isn’t whether organizations still need Agile leadership. 
It’s what Agile leadership needs to become. 
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The Big Idea: From ScrumMaster to Delivery Lead 

Five shifts are redefining what “high-value ScrumMaster” means. Individually, each shift reflects a specific 
pressure, AI capability, organizational maturity, or the need to optimize delivery beyond one team. Together, 
they point toward a single emerging role: the Delivery Lead. A leader whose contribution is measured by 
judgment, flow, adaptive planning, risk management, and value delivered, not by ceremonies performed. 

 
The rest of this paper walks through each shift in turn: why it’s happening, what changes in practice, which 
capabilities to build, and questions to ask yourself along the way. 
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1.  From Process Facilitator to Delivery Leader 

THE OLD MODEL 
Facilitates ceremonies and protects the 
process → 

THE EVOLVING MODEL 
Connects team activity to measurable 
delivery outcomes 

 
Why the shift is happening 
The Scrum Guide never defined the ScrumMaster merely as a meeting facilitator. It makes the ScrumMaster 
accountable for the Scrum Team’s effectiveness and describes ScrumMasters as leaders who serve the 
team and the larger organization. Prime responsibilities include: coaching self-management, helping teams 
focus on high-value increments, removing barriers, supporting empirical product planning, and improving 
stakeholder collaboration. 

In practice, many organizations reduced the role to running stand-ups, planning sessions, reviews, and 
retrospectives. AI can now help prepare agendas, summarize discussions, capture actions, analyze backlog 
quality, and suggest retrospective themes. A role centered on those activities will inevitably come under 
pressure. 

What changes in practice 
The future ScrumMaster spends less time administering events and more time asking a different question. 
Not, “Are we performing Scrum correctly?” but, “Are we turning priorities into value effectively?” That means 
less time running logistics and more time on outcome framing, stakeholder alignment, and the constraints 
actually slowing delivery. 

 
CAPABILITIES TO BUILD   Outcome framing   ◆   Business fluency   ◆   Stakeholder communication   ◆   Data-
informed facilitation   ◆   Coaching for self-management 

ASK YOURSELF 
1.  When I describe my week, how much of it is running events versus improving outcomes? 
2.  Could my team run its ceremonies effectively without me in the room? 
3.  Do stakeholders see me as someone who reports on delivery, or someone who improves it? 
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2.  From Team Impediments to End-to-End Flow 

THE OLD MODEL 
Resolves impediments inside the team’s 
boundary → 

THE EVOLVING MODEL 
Optimizes flow across the larger delivery 
system 

 
Why the shift is happening 
The constraints that matter most are rarely confined to one team. They live in fragmented intake, competing 
priorities, cross-team dependencies, architecture and compliance queues, slow decisions, unstable capacity, 
and governance processes designed around projects rather than products. 

Research involving 53 practitioners across 29 teams found that ScrumMasters initially perform multiple 
leadership functions and gradually transfer many of them to the team, as trust, psychological safety, shared 
purpose, transparency, and self-efficacy make that transfer possible. A strong ScrumMaster should not 
make a team permanently dependent on the role. As the team becomes more self-managing, attention 
should move outward, toward the larger value-delivery system. 

What changes in practice 
A ScrumMaster may resolve a blocked story or facilitate a difficult team discussion. A Delivery Lead must 
also see how work moves from demand through prioritization, capacity, delivery, release, and customer 
feedback. The Delivery Lead is responsible for making bottlenecks visible, reducing work in progress, 
escalating systemic constraints, improving cross-team coordination, and helping leaders address the 
policies and structures that are actually slowing delivery. 

 
 

CAPABILITIES TO BUILD   Flow metrics   ◆   Systems thinking   ◆   Dependency management   ◆   WIP 
management   ◆   Cross-team coordination 

ASK YOURSELF 
1.  Can I name the three biggest constraints on flow that sit outside my team’s control? 
2.  Do I track flow metrics, or only sprint completion? 
3.  As my team becomes more self-managing, where does my attention go next? 
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3.  From Sprint Planning to Adaptive Capacity 

THE OLD MODEL 
Facilitates sprint and release planning 
ceremonies → 

THE EVOLVING MODEL 
Enables adaptive planning against stable 
team capacity 

 
Why the shift is happening 
Traditional project management creates a plan and assembles temporary resources around it. Mature 
product organizations do the opposite: they maintain persistent, cross-functional teams and continuously 
bring the highest-value work to those teams. 

This is also where ScrumMaster and Project Manager capabilities converge. PMs bring planning, risk, and 
stakeholder alignment; ScrumMasters bring team effectiveness, flow, and coaching. Durable teams need 
both, integrated around outcomes. 

What changes in practice 
The evolving ScrumMaster must understand more than sprint-planning mechanics. The role helps teams 
and leaders balance demand against real capacity, make tradeoffs across Run, Grow, Transform, and 
mandatory work, limit overcommitment, and adjust plans as evidence changes. This doesn’t take planning 
accountability away from the Product Owner or team, it creates the transparency and decision discipline 
those accountabilities need. 

 
CAPABILITIES TO BUILD   Capacity modeling   ◆   Demand shaping   ◆   Run/Grow/Transform tradeoffs   ◆   
Forecasting with flow data   ◆   Stakeholder negotiation 

ASK YOURSELF 
1.  Do I know how much of my team’s capacity is Run vs. Grow vs. Transform vs. mandatory work right 

now? 
2.  When priorities shift, do we adjust the plan or just add to the pile? 
3.  Am I facilitating a planning meeting, or actively shaping a defensible capacity decision? 
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4.  From Administrative Support to AI-Enabled Judgment 
THE OLD MODEL 
Collects and reports status, metrics, and 
updates → 

THE EVOLVING MODEL 
Uses AI-enabled insight to improve decisions 

 
Why the shift is happening 
The Project Management Institute (PMI) research identifies a growing role for AI in automating routine tasks, 
analyzing data, supporting real-time decisions, and identifying emerging risks, and reports gains in 
productivity and effectiveness among project professionals using generative AI. That should be welcomed: 
administrative work was never the real source of the ScrumMaster’s value. 

DORA’s 2025 research offers a warning, though: AI amplifies the existing organizational system, magnifying 
strengths and weaknesses alike. Greater AI adoption can raise throughput while increasing instability when 
the surrounding system is weak. More activity and code do not automatically produce more value. 

What changes in practice 
The evolving ScrumMaster must help teams interpret AI-generated insight. Determining whether data is 
meaningful, challenging an unrealistic commitment, navigating stakeholder conflict, deciding which 
constraint deserves attention, and helping teams confront behaviors undermining performance. AI can 
detect patterns, model alternatives, and recommend actions. People must still establish intent, understand 
context, make consequential tradeoffs, and remain accountable. 

 
 

CAPABILITIES TO BUILD   Critical evaluation of AI output   ◆   Risk & pattern interpretation   ◆   Decision 
framing   ◆   Tradeoff & conflict facilitation   ◆   Translating data into action 

ASK YOURSELF 
1.  When AI gives me a summary or a recommendation, do I interrogate it or accept it? 
2.  What decisions on my team still require a human to own the tradeoff? 
3.  Is my team’s AI adoption improving throughput and stability together, or just activity? 
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5.  From Team Coach to Human-AI Change Leader 

THE OLD MODEL 
Coaches a human team in Agile practices → 

THE EVOLVING MODEL 
Helps a human-and-AI delivery system learn 
and improve 

 
Why the shift is happening 
Harvard Business School research describes generative AI as a “cybernetic teammate” that reshapes 
collaboration and the distribution of expertise. Microsoft’s 2025 New Future of Work report similarly shifts 
attention from individual to collective productivity. AI must support shared goals, group context, and 
collaboration norms. 

AI adoption impacts roles, workflows, decision rights, and expectations. Someone must help the team make 
those changes deliberately, which makes coaching and change-leadership capabilities more important, not 
less. 

What changes in practice 
Teams need explicit working agreements addressing how AI is used, where human review is mandatory, 
how AI-generated work is made visible, and who remains accountable. They must protect psychological 
safety and avoid passive acceptance of AI-generated answers. They must inspect and adapt their human-AI 
collaboration just as they inspect and adapt delivery practices. 

 
CAPABILITIES TO BUILD   AI working agreements   ◆   Change leadership   ◆   Psychological safety in human-
AI settings   ◆   Coaching critical AI use   ◆   Organizational change management 

ASK YOURSELF 
1.  Does my team have an explicit working agreement for how it uses AI? 
2.  Where have we let AI-generated answers go unquestioned? 
3.  Am I coaching the team through this change deliberately, or letting it happen to them? 
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The ScrumMaster to Delivery Lead Skills Crosswalk 

The Delivery Lead is a role expansion, not a replacement for the ScrumMaster. Every row below builds on a 
strength ScrumMasters into an evolving capability. Incidentally, some of these are traditionally associated 
with strong Project Managers: planning, risk management, stakeholder alignment, and cross-organizational 
orchestration. 

TRADITIONAL STRENGTH EVOLVING CAPABILITY 

Ceremony facilitation →  Outcome-oriented delivery leadership 

Impediment removal →  End-to-end flow optimization 

Sprint planning →  Capacity-based adaptive planning 

Status reporting →  AI-enabled sensing and interpretation 

Team coaching →  Human-AI change leadership 

Scrum knowledge →  Systems thinking 

Team metrics →  Flow, value and delivery metrics 

Escalation →  Risk and stakeholder orchestration 
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How Ready Are You for the Delivery Lead Role? 

Score yourself honestly from 1 (rarely) to 5 (consistently) on each statement below. There are no wrong 
answers: this is a starting point for a development conversation, not a verdict. 

STATEMENT SCORE (1–
5) 

1.  I connect team activity to measurable outcomes. _____ 

2.  I can identify bottlenecks beyond my team’s boundaries. _____ 

3.  I understand demand versus actual delivery capacity. _____ 

4.  I use delivery data to challenge assumptions. _____ 

5.  I know where AI can automate work and where human judgment is required. _____ 

6.  I can facilitate tradeoff conversations with stakeholders. _____ 

7.  I understand flow and value metrics. _____ 

8.  I can help teams establish responsible AI working agreements. _____ 

9.  I can navigate dependencies across teams and functions. _____ 

10.  I can coach teams through changes in roles, technology, and ways of working. _____ 

Total score: _______  /  50 

What Your Score Suggests 

10–23 
Framework Facilitator 
Strong foundation in Scrum mechanics. The next step is building outward visibility into 
flow and value. 

24–37 
Delivery Enabler 
Already connecting team work to broader outcomes. Ready to formalize flow, planning, 
and AI-judgment capabilities. 

38–50 
Delivery Leader 
Operating with the full capability set — flow, adaptive planning, AI-enabled judgment, 
and cross-team orchestration. 

 
Wherever you land, the path forward is the same: build outward from strong team fundamentals toward 
system-level judgment, flow, and adaptive planning.  
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Where Do We Go From Here? 

The evolution described in this paper plays out at three levels at once. 

For ScrumMasters:  Expand your capability beyond the framework. The five shifts above are a 
practical development map. Start with the shift closest to your current role and build outward. 

For leaders:  Stop measuring the role by ceremonies performed. Measure its effect on flow, decisions, 
risk, and outcomes instead. 

For organizations:  Decide which Agile capabilities belong within teams, and which require broader 
Delivery Lead roles.  

The role isn’t disappearing. Its lower-value tasks are. 
What remains is more demanding: enabling human and AI-enabled teams to translate intent into 
outcomes with speed, reliability, learning, and judgment. 

Ready for the Next Evolution of Agile? 

Is your delivery organization ready for the next evolution of Agile? 

LitheSpeed helps organizations modernize delivery roles, operating models, and capabilities for an AI-
enabled enterprise — through training, coaching, and hands-on consulting for ScrumMasters, Delivery 
Leads, and the leaders who set their mandate. 

Explore LitheSpeed Training & Consulting 
lithespeed.com 
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ABOUT LITHESPEED 
LitheSpeed helps enterprises build the operating model for the AI era, focusing on accelerating 
value delivery and igniting true enterprise agility. Learn more at lithespeed.com. 

 


