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一个面向 有经验的 ScrumMaster 的系列工作坊

20 种开法

迭代回顾会的 
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做好迭代回顾会的Facilitator

Sprint 回顾会议是 Scrum 团队检视自身并创建下一个 
Sprint 改进计划的机会
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回顾会反模式

EPISODE 1
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小蜜ScrumMaster

ANTI Pattern
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二狗子ScrumMaster

ANTI Pattern
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主持人ScrumMaster

ANTI Pattern
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 Andrew Rixon 

http://www.anecdote.com/2006/11/what-kind-facilitator-are-you/

独裁者ScrumMaster

ANTI Pattern
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老板主持回顾会

ANTI Pattern
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ANTI Pattern
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撕

ANTI Pattern
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鞭尸会

ANTI Pattern
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ANTI Pattern
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茶话会

ANTI Pattern
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游戏会

ANTI Pattern
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回顾会引导招式

EPISODE 2
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回顾会不是好玩有趣就可以，ScrumMaster
应使用各种方法让团队自主、自发、自愿
的检视自我、讨论如何改进，并付诸行动
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Tuckman 团队养成模型
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Forming - 快速破冰
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招式#1 查户口(Personal Map)
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Jurgen Apello, Management 3.0
https://management30.com/practice/personal-maps/
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招式#2 怪兽🐔
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招式#3 投名状

�22



Copyright © 2011 - 2018  Ethan Huang

做好迭代回顾会的Facilitator

Forming - 建立团队规约
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招式#4 制定团队章程

�24



Copyright © 2011 - 2018  Ethan Huang

做好迭代回顾会的Facilitator

�25

https://www.boost.co.nz/blog/2017/04/
team-charter-building-better-teams

https://www.boost.co.nz/blog/2017/04/
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招式#5 团队激励基金和值日生
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Storming - 风暴前的宁静
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招式#6 前面挖坑后面埋
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招式#7 粉红色的大象
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招式#8 把城堡点着
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Storming - 在风暴中领航
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团队震荡是必然和正面的
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正常团队决策过程
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New Topic

Divergent Zone

Groan Zone

Convergent 

Closure Zone
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招式#9 高效的听
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• Paraphrasing 
• Mirroring
• Making Space
• Stacking
• Tracking
• Summarizing
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招式#10 强力的问
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• Yes/No
• Directive
• Suggestive
• Judgemental
• Engaging
• Good/Bad answers expected
• Past oriented

• Multiple Answers
• More Softeners
• Non-sugestive
• Non-judgmental 
• Empathy
• Open answers expected 
• Future oriented

Closed Questions Open-ended Questions
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听/问练习： Action Learning
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冲突反应：建设性 VS. 破坏性
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Characteristics of Constructive Conflict Characteristics of Destructive Conflicts
• Affirms differences and sees their potential for enriching 

outcomes.
• Uses differences as divisions - dichotomous (wrong/right; bad/

good; weak/strong).

• Participatory - win/win; shared power; focused on group/common 
interest; safe.

• Competitive - win/lose; powerful/powerless; focused on self 
interest; scary.

• Attitude of curiosity, genuineness, humility 
& respect. (Reflected through listening, questioning, validation, 
affirmation, empathy, a power with approach & openness.)

• Attitude of confrontation, dominance & aggression/passive-
aggression. (Reflected through dumping, put downs, talking over, 
hurting, abuse, violence, blaming and taking power over others.)

• A 2-way process - trying to achieve mutually acceptable outcomes; 
broad vision; open to change; focus on the issues; rational.

• A 1-way process - trying to win preferred outcomes; narrow vision; 
resistant to change; personalities issues; irrational.

• Based on clear guidelines/ground rules/process. • Out of control - no guidelines/limits.

• Equal information - sharing common information base; naming 
personal agendas; seeking fair outcomes.

• Uneven/unequal information - work from stereotypes/assumptions 
rather than information; undercurrents/hidden agendas; 
disinterested in fair outcomes.

• High level of personal responsibility for process; balance between 
giving and taking. • Little or no personal responsibility for process; winner takes all! 
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消极反应过程

AUTOMATIC 
THOUGHTSCONFLICT DESTRUCTIVE 

RESPONSE
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积极反应过程

CONSTRUCTIVE 
RESPONSE

REFRAME  
PERCEPTIONS

AUTOMATIC 
THOUGHTSCONFLICT

DESTRUCTIVE 
RESPONSE
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招式#11 换框
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Storming - 定位暗礁寻找航向
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招式#12 鱼骨图和WWWWW
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招式#13 收集数据
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Storming -做决定
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招式#14 线下先决定 - 团队决策往往是错的
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招式#15 拔河投票
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Storming - 正能量
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招式#16 好人卡（Kudo Card）
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Jurgen Apello, Management 3.0

https://management30.com/product/kudo-cards/
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招式#17 心情燃起图
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Norming - 形成自管理团队
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招式#18 八荣八耻
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招式#19 授权矩阵
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招式#18 蘑菇市场 - 绩效评估
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Performing - 突破自我
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招式#19 开心舒适每一天
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招式#20 地狱团队/天堂团队

也可以 
用于个人
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Facilitator

# 使一个行为或过程变得容易，或者更容易的个人或事物
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#Define ScrumMaster as a Facilitator
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Facilitator 就好像父母帮孩子抓住自行车， 
然后再放手

Andrew Rixon 

http://www.anecdote.com/2006/11/what-kind-facilitator-are-you/
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谢谢！
Ethan Huang 

me@ethanhuang.net
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