Everything You Wanted to Know About
Certified Agile Leadership (CAL)
But Were Afraid to Ask
Before we explain the Certified Agile Leadership (CAL) program, let’s see what people around the
world are saying about it and the significant benefits they continue to experience.

Testimonials From Students About Their CAL Educators
Jesse Fewell, U.S.A.
• “This is the best leadership meeting we’ve had all year” – CIO of U.S. Government Agency
• “That was some of the most candid conversation we’ve ever had (between two branches)” –
Branch Chief of U.S. Government Agency
Stefan Roock, Europe
• “I learned to be more open for the new and more courageous trying the unconventional. Now I
think in experiments when it comes to organizational change. The class questioned my beliefs
and inspired my thinking.”
Michael K. Sahota, Canada
• “You want Agile? Do this first.” – A. Graham, CIO, Metrolinx. (I see CAL I as a pre-requisite for
making Agile work. So did this CIO.)
• “Take the course if you wish to lead. It’s like no other” – K. Wilson, Agile Coach. (What we are
seeing here is it that CAL is not just for executives and managers. It’s also for Agile Coaches and
ScrumMasters. It’s very relevant and applicable.)
• “The best leadership training I have ever experienced.” – J. Bergeron, Partner, PwC
These are the kind of takeaways that people are getting. Very significant shifts.

What is CAL and Why Was it Created?
So, what is CAL and why was it created? Let’s look at that. We know Agile is embedded all over the
world. Software is the life blood of organizations and Agile runs software. So, Agile has had an incredible
success spreading all over the world. However, if we look at the latest 2017-2018 State of Scrum survey,
we see that Agile is challenged. The significant challenges are:
•
•
•

We see commitment to top-down control management.
We see resistance to change.
We see lack of understanding or support.

Agile — and the way we’re doing it with just Certified Scrum Master training and Certified Scrum
Product Owner® training — is not enough. We need something more.
That’s why CAL was created. People are saying “We love the foundational Scrum Master training. We
love the Product Owner training. It’s fantastic. However, we can’t get Agile working and we can’t get
Scrum working. Please help us.”
This is where Scrum Alliance (and the CAL program) entered the picture.

The CAL Program is designed to give people the understanding that
they need to create a context where Agile can be successful.
CAL is about looking beyond just Scrum at a team level into the larger Agile Organizational context. I
That’s why Scrum Alliance is living their vision of transforming the world of work to look beyond just
Scrum and visualize Agile as a larger movement and how to support that.

CAL I
CAL I is a 17 hour leadership development offering. It is most
commonly offered as a 2-3 day training. At the end, people receive
their CAL I credential.
The Certified ScrumMaster® (CSM®) Training — by having a twoday training on the basics of Scrum — did amazing things for the
community. It put Agile on the map, with a two-day CSM program.
I see CAL I as putting the Agile Organization on the map. I see this
as having a profound impact on our whole community to get Agile working at a much broader context,
and to get Agile to be effective in much deeper and profound ways.
To understand this, let’s take a look at the learning objectives that define the CAL I. I have put them into
three groups see we can see the key areas.
1. Organizational
• Culture
• Structure
• Governance
• Trust & Collaboration
• Productivity & Metrics
• Employee Engagement
• Delighting Customer
• Management Trends
2. Leadership
• Development Framework
• Feedback & Behavior
• Present, Aware, Engaged
• Coaching
3. Change
• Complexity & Uncertainty
• Human Systems
• Change Management
When seen this way, CAL I is actually giving the basic building blocks for making Agile successful. (after
we have the basics infrastructures in place, of course). For a solid foundation, ScrumMaster, Product
Owner, Scrum Developer training is a great place to start.

CAL I actually creates the foundation
needed need to make those things work.

It doesn’t matter whether you are using Scrum or Kanban or Digital or DevOps. The CAL I experience is
designed to create the context for all of those things to work much more effectively by looking at this
larger context of the organization, leadership, and how we approach change.

CAL II
The next step is CAL II, which goes even deeper and beyond just
training. There are three components: advanced education,
validated practice and peer workshop. The goal is to create a very
capable Agile leader — either a manager or coach; a change maker
of sorts — who is able to help inspire and grow people. In order to
receive the certification, attendees need to go through peer
workshops to share their learning and demonstrate working
knowledge of the material.

The key CALII areas are:
•
•
•

Agile Leadership
Agile the Organization
Agile Approaches Change

The invitation is for you to go on your journey to grow as a leader. Sometimes through
misunderstanding you think, “Oh, I’m not a manager. This isn’t for me.” CAL is for anybody who wants to
lead effective change with Agile: A Scrum Master, a Coach, a team lead, a manager, a director, an
executive or an inspired team member. It’s for anybody who wants to show up as a leader to create
amazing outcomes around them.

CAL is for anybody who wants to lead effective change with Agile.
Every CAL I is Unique

The next thing I want to share with you is very
surprising. Astonishing, even for some people, is that
every CAL I is unique. My leadership journey is
different from the other CAL Educators. Everyone
who is a CAL Educator has had a unique journey. We
have different understandings of what it takes to get
a high-performance organization and of what great
leadership is. We’ve all had different leadership
journeys.
Now, the question is, whose leadership is best, or
which one is better? That’s not really relevant or
important. What’s really important is to see that
there are actually many ways to grow performance. The invitation is to take CAL I offerings from
different instructors because Educators have different ways and different techniques, different
approaches, and different tools or views on mindset.
With CAL, Educators are required to teach a leadership development model. I teach my own leadership
model that I created specifically to get accelerated growth. Other people may use Leadership 360°,
Leadership Agility, or some other leadership model. That’s how each CAL I program is unique.

The invitation is to find the CAL
Educator that inspires you. One
whose approach feels right for you.

Questions about the CAL Program
Question: Is it possible to use CAL directly after CSM?
Answer: Yes, it is possible. There are no pre-requisite for CAL I.

Question: Do I need to do my CSP before I do CAL?
Answer: No, the CAL is complementary to any foundational Scrum training, and provides a

foundation for getting Agile to work in organizations.

Question: My department director wants to understand if/why I learn Scrum first or should I
learn/take CAL first?
Answer: I recommend that you should take CAL first because it creates the overall structure. In

one instance, we waited for about two months before any Scrum training in the case of an
executive I was working with. We created a healthy organizational environment using the
fundamentals of CAL I. She realized why we waited for Scrum training — it wouldn’t have made
sense before CAL I. Once you create a supportive organizational context for Agile, then
introducing Scrum is easy and natural.
Question: What do we need to get CAL certification?
Answer: This is up to individual educator. What I tell people in my training is that if they are awake and
listening for the whole two days, they will receive the CAL I credential. That’s my requirement. There are
some very specific reasons that I have this approach to support people learning rapidly. With the
Certified ScrumMaster® training, there’s a test after the class. The CAL certification is CAL I + all three
components of CAL II.

Question: If everyone’s CAL I is different, how do you manage to keep a standard to
certification?
Answer: The CSM means that people understand the basics of Scrum. With CAL I, it means that

people understand the basics of organizations and leadership compatible with Agile. We have
left the world on one right answer, and there are many good answers around these topics. So
the certification means that participants understand one path. Let’s use a metaphor to
understand this.

Imagine CAL I is like an ice cream cone. Some people have the chocolate one. Some people
have the vanilla one. Some people have the strawberry one. But everyone has an ice cream
cone. They all had a delicious tasty dessert. That’s my understanding. We’re validating everyone
whose gone through this CAL I training has had exposure and an understanding of these key
concepts. But which approach to these key concepts?

That’s what I’m saying: they’re all good ice creams. But what flavor do you like? Choose an
Educator that you resonate with. Try different CALs to have a variety of views, experience and
skill. Who has leadership qualities that you are inspired by? What CAL Educator has gone
through tremendous growth on their individual leadership journey?
The key element of an effective change maker and a leader is one who has had challenges and a
journey of growth. This will then have an impact on your own leadership journey. This will
provide the experience and tools needed to become a powerful and effective leader.
Question: Is there a risk to spend too much time with management rather than teams?
Answer: Without management leading, there is no change. It is really about having management

owning the change initiative. So, they’re the ones creating the organizational cultural context
for success.

Question: When I learned Scrum years ago, I heard the practice would bring cultural change
because a ScrumMaster will be the change.
Answer: ScrumMasters play a very important role of supporting change at a grassroots level.
However, unless we have leaders who are leading this new way of being — this Agile mindset
— we are not going to see lasting change across and within the organization. In fact,
ScrumMasters who are pushing for a change in culture without the support of management are
actually going to introduce organizational conflict and damage the organization. Without having
leadership leading, it goes awry.
Question: Is the PMI-ACP a competing certification to CAL?
Answer: I don’t think it is. My understanding of the PMI-ACP and other certifications is that they’re
much more focused on Agile and a tactical and strategic level. The CAL is unique in that it is much more
focused at a cultural and leadership level. My CAL I in particular goes very deep into culture and
leadership.
Question: LeSS is a framework that scales Scrum with some success. Descaling organization is
redesigning organization structure that impacts Culture deeply. Did you see in your experience any
limitation in doing this way?
Answer: LeSS is one approach to implementing Scrum.
What my CAL program is doing is taking it a step back and looking at the broader organizational and
cultural context as a primary way of doing things. It’s about creating an environment where Scrum, LeSS,
and other scaling approaches may work effectively.

It’s complementary, not competing.

The question then becomes where to start. In my experience, as a CEC and CST®, it’s more effective to
start with culture and leadership before investing in process and structures.
This post is based on the Scrum Alliance Webinar given by Michael K Sahota on “The Secret to High
Performance”. You can watch the webinar HERE

