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Both jobs involve Change

@
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Have you ever felt that:

4 N

Yes, I understand Agile.

But how do I convince my
manager/customer/team/etc?

Henrik Kniberg Crisp 3



Purpose of this presentation

Help you understand

what YOU can do
to trigger organizational change
and help your company become more agile.

Henrik Kniberg Crisp



4 N

Yes, I understand Agile.

But how do I convince my
manager/customer/team/etc?

/

Short answer:
N /
DON'T!

Henrik Kniberg Crisp 5




How do you like being
"convinced” by a salesperson?

Henrik Kniberg Cr‘ép 6



Change starts with YOU

§ B
1} < l
N |
1 |

The only person you can
control is YOU

(but barely)

If you can’t change yourself,

how can you expectto [, (&2
{74 \\

change anyone else?

Henrik Kniberg Crisf



Email

Your cha nge [Spend less time doing

@ Write down one thing that you want to change

about yourself
/So I can go on a 6 month
Why? ° -
- y: round-the-world trip with 1
my family, without having
N to be online

Treat other
people better

C Get more exercise
Get a better
job

@ Spend more
Earn more

time with
Be happier your kids MONEy
Learn how

Henrik Kniberg Crisp 8



Beware of false assumptions

-

. >£Happiness}

Most research shows little or no connection
between Money and Happiness!

Henrik Kniberg
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Key elements of change  DEsTINATION

What is the destination?

CURRENT LOCATION
Where am I right now? NEXT STEP \I;’IV?T(I:IV? ft there?
- What is the next step y do L want to go there:

towards this destination?
®
P:

PROGRESS METER
How will I know if I am moving

in the right direction? A
Ocuosonosiaraomye npuHuune! Agile-manugecra

Agile-manudecr pa3paGoTKi NPOrpaMMHOIo o0ecneyeHus:

Mbt caedyexm maKus npuNunNaMm:

HauBsICIIMM NPHOPHTETOM JUIA HAC ABNSETCA Y0BIETBOPEeHHE NOTpeSHOCTEH!
3aKa3umKa, G1arojiaps peryaspHOil i paHHel NOCTaBKe UeHHOr 0 NPOrPaMMHOrO

MBI NOCTOSSHHO OTKPLIBACM V11 cebs Gonee COBCPLICHHBLIC METOALI paspaﬁo'nm y
Hamenenue TpeGoBanuii NPUBETCTBYETCH, IAKE Ha NOIHHX CTAAX paspaboTku.
nporpaMmMHOro 0500110'{0!{112, 3aHUMasCh paapaﬁo'rxoﬁ HCTIOCPEACTBCHHO M IIOMOras Agile-NpOIECCH NI0IBOASIOT HCTIO! fbecre
KOHKYPEHTHONO NPeHMYIIecTsa.

B 9TOM JIpyriM. Briarojiapst npoyesianHoii paboTe Mbl CMOIJIH OCO3HATE, YTO:
PaGoTaronuit NpoyKT CAelyeT BLITYCKATh KaK MOXHO Yaie, C NePHOAMYHOCTLIO

OT Mapkl HEAENL A0 Naphl MECALIES.

JIromu ¥ B3aUMOJIECTBUE paxuee NIPOLIECCOB ¥ HHCTPYMEHTOB
o Ha nporsokenyu Beero GOTUHKH e GH3HECa AOMKHLI
Paﬁomonmn TNIPOAYKT BaxHee MCYCPIBIBAIOLICH JOKYMCHTALM ""ﬁ;‘éﬁ?ﬁmmniw
CO’I‘pynHPI‘IOCTBO C 3aKa34YMKOM BaxkHee COIIacOBaHUs! yCIIOBHIA KOHTPAKTA Hall IpoCKTOM A0Kiil! PaGoTaTE: MOTHBHPOBAIILIE IPOGeCCHORAS. TGk
pabora Gnu1a cjlenana, cosfaiTe ycIoBnA, 00eceyLTe NOIePKKY 1 NOJHOCTEIO
['OTOBHOCTH K U3MEHEHUSIM Baxuee CJIC/IOBAHUS IIEPBOHAYAJILHOMY ILJIAHY JIOBEpLTECE FM.
HenocpescTeentoe ofienne SBaseTcs HauGonee NPaKTHYHLIM i (K THEHEIM

cnocoboM o6MeHa HH(OPMaIHelt KaK ¢ CaMOit KOMAH/ION, TaK H BHYTPH KOMAH/LI.
Paoraionpit PORYKT — OCHOBHOH NOKa3aTelh Nporpecca.

HuBecTopsl, paspaboTuHKK K NO/ILIOBATENH OKHLI HMEThL BOIMOXKHOCTE
TNIOJIePKMBATE NOCTOSHHLIE PHTM GecKoneuHo. Agile NOMOraeT HaNaHTL TaKow
YCTONYHBLIN npoliecce pa3paboTkH.

To ecTh, HE OTPHLAsE BAXXHOCTH TOrO, YTO CIIPaBa,
MBI BCE Taky 6OJILIIE IIEHAM TO, YTO CJICBA.




By October I only need to do email once per

week for max 2hrs, and I still don't feel

YOLII‘ Cha nge behind on anything. And there’s no big pile

L of email waiting for me when I get home

@ Describe the "destination” of your change. X
What does success look like? Feel like?

@ What is your current situation?

/1 usually check many times per day,
and total time is 10+ hrs per week. If
two days pass without checking email,
I have over 100 emails waiting for me
\_ & I feel behind on things. -

@

Henrik Kniberg Crisp 11



Example:
cleaning up
room

12




How do you get a 6-year old
to clean his room?

13



Bad strategies

I'll give you ice-cream if you
clean your room

You have to clean up your
room now! Or else...

Look, I cleaned your room for
you!

Henrik Kniberg Crisp 14



Goal / destination:

Clean room? ... well, not really.

o

My son takes responsibility for
his room, and enjoys keeping it
clean by himself without me
having to remind him.

... SO that I save time, and he
learns a valuable skill for life.

G

Henrik Kniberg Crisp 15



Why it worked

First step: change myself
"Coach”-mode instead of “Father”-mode
=> Don't force him to do anything
=> Don’t do any of his work

DESTINATION
NEXT STEP Clean room
CURRENT SITUATION  pjck up any single item, MOTIVE
Stuff everywhere decide where it lives, Won't lose toys
No clear space put it there now (GTD) Won't step on things
PY More space to play & create

PROGRESS METER
"Look how clean THIS part of the

room is now!”
Pride of work: “Look <sister> at how
(‘: clean my room is! Wouldn't you like your
room to be as clean as mine? I can help
Henrik Kniberg CriSP  you if you like” 16




Finding the
path of least
resistance




Who else is affected by this change?
And why should they want to change?

Let’s
change!

I hate being oy
changed...
O

Henrik Kniberg Crisp 18



Causes of resistance

DESTINATION
CURR,ENT SITUATION NEXT STEP Doesn’t understand the destination
Doesn’t see the , MOTIVE
Nt situation Doesn’t see any path
current situatio Doesn’t want to go there

PROGRESS METER
Don’t see that we are
making progress

Henrik Kniberg Crisp 19



The path differs depending on where you
come from

less docs
less control mechanisms
less planning Agile/Lean
Big shorter release cycle company
Waterfall
company

more docs

more control mechanisms
more planning

longer release cycle

Small

startup
company

with growth
“ pain

Henrik Kniberg Crisp 20




Choose the length & width of your path

Big Bang

Agile/Lean

Incremental
Current » » » Agile/Lean
41 Pilot
Current Agile/Lean

@

Henrik Kniberg Crisp



Strategy:
Avoiding the
"Not Invented
Here”

syndrome 2 2




Not Invented Here syndrome

Q66 66

Of course we do.

D want :
O you wa But our managers will

P> -
@ to go Agile: never let us. Developers
= 06 86
Of course we do.
Do you want But our customers
= to go Agile? will never let us. @@
‘{A go Ag Managers
;g;gl?

Of course we do.

But the developers @ Cust
will never manage it. USLOMErs

Henrik Kniberg Crisp 23

Do you want
to go Agile?




4 N

Let me tell you about Agile.
I'm not telling you that you must work
this way. I'm showing you what it is, so

that you can decide for yourself )
7 Developers + Managers + Customers

All at once!

So what do you think? @ (8\ @ @

Are you interested in moving in this direction?
Never mind How for the moment.

Yes!

OK what would be the first steps?
Let’s brainstorm some options.

Henrik Kniberg Crisp 24




Ask the right question

"Why can’t you” => "How can you?”

We can't release
software every sprint j

Why can=y8®tdo that? }

If you could,
would you want to?

Well, yes!

What needs to happen to
make it possible to release
software every sprint?”

Henrik Kniberg Crisp
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"Wildfire method” / guerilla change

« Find combustible material in your local work area
- Setiton fire

« Once you see flame, pour gasoline on them

- Encourage multiple small fires to merge.

« The large fire will begin to spread itself

26
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Strategy: Make
the current
situation

painfully vis'ﬁl7




During the last few years, a new
understanding of the process of
organizational change has emerged. It is
not top-down or bottom-up, but
participative at all levels, aligned through
a common understanding of a system. /

a
o
N
'R -
A7y
A .
vl. =
¥
\7
D)
-

Peter Senge
Author of "The fifth discipline”

©
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Example: Late

Backlog = 250 poi
Velocity = 10 point

250-41K

project

Mo, o5 sprint—> = 1 year until release!

S/sprint

\‘:Q\
\\\::\\\\\
200 — NTNe T
o \\ \\\\ \\\\\
o \ ~< \\\
(@] \ \\ \\\
B 150 — \ RN T~
= \ Wishful Optimist ™
. . I | \\\
% 100 — \\thlnklng P ~
Y \\
\
\
50 — Y
\ - _
Q1 % Q3 Q4 S ‘Ql ‘ Q2 __
| i i ) | >
2007 Promised ‘ | 2008 Likely
release (‘ release
Henrik Kniberg 29



Death March

Henrik Kniberg
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Reduce by
cutting scope
Backlog = 250 pOiL?rrY—J

Velocity = 10 pointsis

Increase by
removing

impediments
2007 Promised release 2(:,Oq_ikely release
(big-bang) (big-bang)
Q1 Q2 Q3 Q4 Q1 Qg
| ¢ L 2 |
Actual release Actual release
(incremental) (incremental)
Velocity
30

/25-30

J

10 9-10

Q1

Q2 Q3

2007

Henrik Kniberg
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Sometimes subjective data is enough to

detect a death march
ot {Do you believe the} % % % g g

current goal is
achievable?

5 = certainly
4 = probably

3 = barely
2 = probably no
1 = forget it

Henrik Kniberg



25*“ Cycle hime.
Design-read '

ames

Game backlog
15
8 Jgames Jgames
o9 dgame
i’ S <\LISB ~ L c 2
Sam . Concept > assigns Graphics g Soumnd S Dev . Integr. &
pres. FESOUTCES design design deploy
2d im 6m 1w
2h 4h 1d 1m 3w
3 m value added time Process
: = 12% cycle
() 25 m cycle time efficiency
Game team
—>
,

(graphics, sound

After

Cross-functional game team

[ 3-4 m cycle time = 6-8x fasterJ

dev, integrate)
3-4 months

Crisp
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e

Henrik Kniberg

This value stream was
career-changing for me.

-

-

In the end, a two-hour
exercise and some meetings
had more impact than our
two-year project

G

Crisp
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Estimated vs actual velocity

Estima | Actu Estima | Actu

%0 |30 %0 |2'30
40 30 50 30
40 | 30 60 [ 30

Henrik Kniberg Crisp 35



Dead Sprint Detection

NoT

CHECKED oUT | - SPEINT GOAL: BETA-QEADY RELEASE!
CHECKED o0UT DoNe! :0) NT G
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AO i \\
Irf‘:‘es?r C\C:::‘P . \\\
2 o5 | W = - \\\
N\
N
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00- - T S
= migration - N
1d 24 8d ] \\
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Write =
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i e | 8
d 2 6d
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How do we spend our time?

Current situation Likely future situation

Henrik Kniberg



Compare options

(including the No Change option)

No, I dont want to
try kanban

|

* Sprints that
don’t end
 Features that
can't be
completed by
any single team
. ...etc...

"broken Scrum”

Henrik Kniberg

» Features broken
down small enough
to fit in a sprint

» Feature teams that
can start and finish a
whole feature within
1 sprint

* Running, tested
software after every

No way! \% i
. No way! OK, let’s try
___Too painful [ Too difficult! \Z kanban.
Option: Option: Option:
Keep doing Do Scrum properly Use Kanban to gradually

improve the current

process

» Big shared taskboard
showing end-to-end

progress

« Limit work in progress

sprint @

Crisp
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Identify top 3 impediments (problems/blockers)

No clear Definition TEAM IMPEDIMENTS
of Done | HAVE COMMITTED

TO SOLVING.

g Manager
Increasing

technical debt @

Slow computers

- Top3 Top 3 Top 3
impediments impediments impediments
G G ' G '

orem ipsum dolol

ssssssssssssssssssssssssss
tttttt

orem ipsum dolol

ssssssssssssssssssssssssss

tttttt

Henrik Kniberg



Top 3
improvement
opportunities
)

Henrik Kniberg 41



Happiness Index

4,5
Lack of ol
motivation
A 3s
..... 3 -
A
2,5 .

"How does it feel to come to work?” 15 -
(scale 1-5)

1

Fospe— 05 -

~ERmBAES

2010-04-19 2010-05-19 2010-06-19 2010-07-19 2010-08-19

CERPTdEEE (@

| mEsREaEEEE Crisp 42
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Product owner
moves closer
to developers

Managers &
developers talk about
motivation

Henrik Kniberg

Reorganization in
management team

Bug Bash tuesdays

Crisp
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Result Happiness Index

4,5

4 - o

35 -
3 -
2,5
2 -
1,5 -
1 -
0,5 -~

0 - :
2010-04-19 2010-05-19 2010-06-19 2010-07-19 2010-08-19

@
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Register

Withdraw

W

Velocity

(# of features or story
points per sprint)

Time
(sprint #)

Henrik Kniberg 45



Strategy:
Small, clear
steps

46




Step 1: Decide what needs to be tested

@ Change skin

@ Security alert

@ Transaction history
@ Block account

@ Add new user

@ Sort query results
@ Deposit cash

@ Validate transfer

@

Henrik Kniberg Crisp
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Step 2: Classify each test

Pay every
time Pay once

Test case Risk E’I:;tual Test ég:ct)mation
Change skin low | 0.5 hrs 20 sp
Security alert | high| 1 hrs 13 sp
Ti ti
hir:tr;srj,c " med| 3 hrs 1sp
Block account | high| 5 hrs 0.5sp
Add new user | Jow | 0.5 hrs 3sp
Sort query med| 2 hrs 8 sp
results
Deposit cash | high| 1.5 hrs 1sp
Validate high| 3 hrs 5 sp
transfer

<

Henrik Kniberg Crisp



Step 3: Sort the list

LAutomate firstﬂ

Manual Test | Automatior

Test case Risk Cost Cost

Block
account

Validate .

transfer high | 3 hrs 5sp
Transaction med| 3 h 1
history = IS SP
Sort query

recults med | 2 hrs 8 sp

Deposit cash | high | 1.5 hrs 1sp

o™ | high | 1 hr

alert

135p (Automate last
(or never)!

Add new
Lser low | 0.5 hrs 3 sp

Change skin | low | 0.5 hrs 20 sp ‘D

Henrik Kniberg Crisp
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Step 4: Allocate capacity

Product backlog

G ) ~N
Test automation backlog
G )

80%

Sprint backlog

> )

20%

> )

Henrik Kniberg Crisp
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Cost

Henrik Kniberg

orem ipsum dolo,
Sit amet, co nse
Ctetuy

orem ipsum dolo
sit amet, co nse
ctetur

" orem ipsum dolol
it amet, co nse

orem ipsum dolo

sit amet, co nseé
ctetur

orem ipsum dolo
sit amet, co nse
ctetur

orem ipsum dolo
sit amet, €0 NS€
ctetur

orem ipsum
sit amet, cq /

ctetur

Benefit

Crisp
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Strategy:
External
"expert”
validation

52




External "expert” validation

@ Inform people about upcoming events/conferences
@ Invite an inspirational speaker to come in
@ "Drop” articles and books at strategic locations

St
2 i 1T e ’ﬁ WORK’N
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Strategy:
Set an example

o4




Don’t think we
have a place to

= How about if we [ Nah, don't
@ install a CI server? have time. inctall it
N 86 " &

A few days later...

Um, Joe, you just [ Ooops. Thanks.

@\( broke the build. How do you keep detecting
e \ Again. that so fast?
A?

I got a CI server W @

running on my
machine

Cool!

Can you make it test my
branch too? /@
(" Let’s install the CI on a
@ shared server, so it

Henrik Kniberg CriSK works even when you 55
\_ aren't here. Y,




Strategy:
Reversible
"experiments”

56




People do not truly believe
in new things unless they
have actually had personal

%erience of them y

Nicollo Machiavelli

@

Henrik Kniberg Crisp 57



We don't think pair
programming works

Are you willing to TRY ™\
pair programming for @
one sprint? If you don't
like it after that, I won't @
bring it up again. @
/

@
Lok

@

Henrik Kniberg Crisp
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Are you willing to TRY

sitting together for one

sprint? We don't need
to formally change the

Henrik Kniberg

C

~

I

organization. )
[ﬁ
ok L

K
K
@

IS

Developers

@

<

® &

@)@)@

Testers

06 6

[®,
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Strategy: Make
a business case
for your change

60




Sample business case for change

@ Team estimates that our velocity would increase
by 50% if we sit together.

@ This means we can release 2 months early. What
Is the business value of that?

@ What is the cost of tearing down this wall so that
the team can sit together?

Henrik Kniberg 61



Tip: Don't mix
up “problems”
with “fears”

62




Managers will complain if we pair-
program. It looks inefficient.

Are you sure? Have they
complained in the past when you
have worked in pairs? @

[ Well, actually, no they haven't. ; %@
True.

Tell him that about the } But what should we say if a

So that just a fear,
not an actual problem.

feature that you are manager asks what we are
developing. doing?

And if he asks about the pair
programming, that’s a great

opportunity to discuss
productivity. (‘:

Henrik Kniberg Crisp




Strategy: Ask
for forgiveness

rather than
64

permission




Example: "Do we really need to produce
all these documents?”

Configuration Audit Findings.doc Configuration Audit Findings.doc

Ikjdfjh sdfikjsdfkjh sdflkj dfikh kjjhdjdggd fih dfhg sdkjhdfg dfkj hdfjhgdfkjhdfhjg dfkjh df kd dik -

dfik jdfklj Ikjdkjhkkkikd jidjdkf fkj djh sdfkj sdfih dfkj dfhj d dkjdkkkd jd jfjjd hdijs dfjhbsdfkjh

sdlkjviuhwikbd “sdfkjsd bcjsd h. dkf fkj djh sdfkj sdfjh dfkj dfhj d dkjdkkkd jd jfjjd hdijs yo u n ee O rea I S

dfjhbsdfkjh sdlkjviuhwjkbd sdfkjsd bcjsd h.

Ikjdfjh sdfikjsdfkjh sdflkj dfikh kjjhdjdggd fih dfhg sdkjhdfg dfkj hdfjhgdfkjhdfhjg dfkjh df kd dik A

dfik jdfklj Ikjdkjhkkkikd jidjdkf fkj djh sdfkj sdfih dfkj dfhj d dkjdkkkd jd jfjjd hdjjs dfjhbsdfkjh OC u I I l e n ea Se e I I l a I

sdlkjviuhwikbd “sdfkjsd bcjsd h. dkf fkj djh sdfkj sdfjh dfkj dfhj d dkjdkkkd jd jfjjd hdijs

dfjhbsdfkjh sdlkjviuhwjkbd sdfkjsd bcjsd h. - I d

Ikjdfjh sdflkjsdfkjh sdflkj dfikh kijhdjdggd fih dfhg sdkjhdfg dfkj hdfihgdfkjhdfhjg dfkjh df kd dik J Oe @ exa I I l p e = CO I I I a n

dfik jdfklj Ikjdkjhkkkikd jidjdkf fkj djh sdfkj sdfih dfkj dfhj d dkjdkkkd jd jfjjd hdjjs dfjhbsdfkjh .

i tell me why you need it
you see this line, I'll buy you beer! joe@example.comn y y

Ikjdfih sdfikjsdfkjh sdflk] dfjkh kjjhdjdgad W.dfhg sdkjhdfg dfkj hdfjhgdfkjhdfhjg dfkjh df kd dik

dflk jdfklj Ikjdkjhkkkjkd jjdjdkf fkj djh sdfkj sdfjbmdfkj dfhj d dkjdkkkd jd jfjjd hdjjs dfjhbsdfkjh a n W e n n

sdlkjviuhwikbd ~sdfkjsd bcjsd h. dkf fkj djh sdfkj sdfftwgfkj dfhj d dkjdkkkd jd jfijd hdjjs

dfjhbsdfkjh sdlkjviuhwikbd sdfkjsd bcjsd h. djh sdfkj sdfffwgfkj dfhj d dkjdkkkd jd jfjjd hdjjs

dfjhbsdfkjh sdlkjviuhwjkbd_sdfkjsd bejsd h. dkf fkj djh sdfkj S8k dfkj dfhj d_dkjdkkkd jd jfiid
hdjjs dfjhbsdfkih sd

ar | If you see this line, I'll buy you

asdflkjasdflkj
dsflkjasdfkjh

s, DEEF! joe@example.com

sadflkjasdfkjh asdkf]
asdlfkjasdflkj asdflk
dfkjdfjh dfkj dfjh dfl

Henrik Kniberg Crisp 65



Example:
Bootstrapping

66




Step 1: Ask "Why change?”

@ Typical answers:
@ Faster delivery
@ Higher quality
@ Increased motivation and work pride
@ Clearer roles

Henrik Kniberg Crisp

67



Step 3: Interviews

I

o ——|

Henrik Kniberg Crisp 68



Step 4: Half-day Agile intro

QOO Y
QOO Y
QOO J
QOO Y
QO OY
QOO J
QO OY
ogjeWjewjew
QO OY
QO OY
QO OY
QO OY
QO OY
QDO OY
ogjeBjeujew
QO OY

69

Crisp

Henrik Kniberg



Case 1: Bootstrapping agile teams

Step 5: Half-day workshops

e | |Cheadt

Henrik Kniberg Crisp
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Technique:
Cause-effect

diagrams
/1




What is the problem?

Problem

Crashing demos <:|

A causes B ?

Bad code quality

el N

Lack of test No pair <:|
(etc) automation programming

"Our problem is that we're L
failing to do XP practices like e
_TDD and pair programming. / {7

Really? @

Henrik Kniberg Crisp 72




What is the
root cause?

Henrik Kniberg

Why?

Not pair programming

N

No “proof” that pair

Fear of failure programming works

t

No experience of
pair programming

{

No time to
experiment

t

No slack

*

Push instead
of pull

?

Lack of trust

Root Cause

Ol

Crisp 73



' a y - . 5
l’_, % ‘, \(L‘»'V;p
e
R 4

Problem

Spot the loop

A causes B Crashing demos

t

Bad code quality

el

Lack of test No pair
(etc) automation programming

Root Cause :> Lack of trust
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Example:
self-
reorganization
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Problem: Teams grouped by component
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Case 1: Bootstrapping agile teams
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Self-organizing to form new teams

Combined

Sl After a week in the kitchen

Preliminary team allocation
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Your change

@ What is your next step?

@ How will you know if you are moving in the right
direction?

~

Every week I expect to spend
less time on email, and check

Next step |ln progress Powne

: Delegate all new -
Caf:;on:igzof client reqliediak email less frequently.
email that T Check inpox my colleagues So I measure both of these.
can delegate/ Max 2 times
outsource Per day ,
Strictly apply
the GTD 2-

minute rule E
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@ Change starts with You

@ Don’t change other people,
motivate them to change themselves

@ Give them a reason to change (visualization)

@ Show them a way to change. (Small, clear steps)
@ Give them support, encouragement, and feedback

CURRENT SITUATION
Where are we right now?

Henrik Kniberg

NEXT STEP
What is the next step
towards this destination?

PROGRESS METER
How will we know if we are
moving in the right direction?

DESTINATION
What is the destination?
MOTIVATION

Why do we want to go there?

Perfection is a direction,

{ not a place!

A




;-;(m
Perfection is a direction, not a place @

[ Enjoy the trip! }
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