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Agile Executive Overview
Agile Context
Let's apply some context to this subject of "Business Agility." To do this, let's begin by quickly
reviewing an overview of statistics that have been put together and presented by the Harvard
Business Review. The May 2016 HBR indicates how this philosophy of "Agile" is moving through
all areas of business. They tell us that:

"National Public Radio employs agile methods to create new programming. John Deere uses them
to develop new machines, and Saab to produce new ghter jets. Intronis, a leader in cloud backup
services, uses them in marketing. C.H. Robinson, a global third-party logistics provider, applies
them to human resources. Mission Bell Winery uses them for everything from wine production to
warehousing to running its senior leadership group. And GE relies on them to speed a muchpublicized transition from 20th-century conglomerate to 21st-century “digital industrial company.”
How is this taking place? In answer to that question, HBR indicates that these organizations are
doing this:

"By taking people out of their functional silos and putting them in self-managed and customerfocused multidisciplinary teams, the agile approach is not only accelerating pro table growth but
also helping to create a new generation of skilled general managers."
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Agile Context (Cont'd)
With all this change taking place, HBR indicates that what the Business World is experiencing from
their top levels of management is the following:

"........But a serious impediment exists. When we ask executives what they know about agile, the
response is usually an uneasy smile and a quip such as “Just enough to be dangerous.” They may
throw around agile-related terms (“sprints,” “time boxes”) and claim that their companies are
becoming more and more nimble. But because they haven’t gone through training, they don’t really
understand the approach. Consequently, they unwittingly continue to manage in ways that run
counter to agile principles and practices, undermining the effectiveness of agile teams in units that
report to them."
"These executives launch countless initiatives with urgent deadlines rather than assign the highest
priority to two or three. They spread themselves and their best people across too many projects.
They schedule frequent meetings with members of agile teams, forcing them to skip working
sessions or send substitutes. Many of them become overly involved in the work of individual
teams. They talk more than listen. They promote marginal ideas that a team has previously
considered and back-burnered. They routinely overturn team decisions and add review layers and
controls to ensure that mistakes aren’t repeated. With the best of intentions, they erode the
bene ts that agile innovation can deliver."
With those conclusions presented, let's go on to review some of the results we are seeing in this
arena of "Software Agility" when left to run truly "Agile."
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Results We Are Seeing Today
The Standish Group has done a number of studies in comparing the results os Agile Projects vs.
the traditional waterfall projects. The results are quite amazing.
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Agile: Introduction
Agile is a term that in many cases has been over-used and abused in the Information Technology
world. What we will endeavor to do here is to clarify what "Agility" in the Software Development
Industry is all about.

Agile De nition
First, we will list what Agile is not. Agile
is not:

With that made clear, what we will say is that :

A Software Development
Methodology
A way of programming
An Information Technology "silver
bullet"
A process created for Software
Development
What
the above list indicates, is that

1. A Philosophy

this is something much diﬀerent than
what we have become used to in our
traditional software development world,
And that is the "Prescriptive" Software
Development Methodology.

This now brings us to review a deﬁnition
of this Agile philosophy. Let's look at a
deﬁnition that was presented by Jim
Highsmith, an established Agile
practitioner, a proclaimed author, and a
signer of the Agile Manifesto.
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Agile is 2 things:

2. A Way Of THinking
This leads to a diﬀerent way of working
which is very diﬀerent than what we
have been used to in our traditional
software development world.
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Agile De nition (Continued)
This is how Jim Highsmith articulated his version of the meaning of "Agile":
"Agility is the ability to both create change, and respond to change, in order to pro t in a turbulent
business world"
As well, Jim stated the following: "Agile teams thrive when there is change". They do not push back
against change but welcome it openly and enthusiastically.
Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do eiusmod tempor
incididunt ut labore et dolore magna aliqua

Therefore we can say Agile is all about "Change." Or even more so, it is about the
I.T. world embracing change.
This change is accomplished through a continual process of inspecting and
adapting. That is the reason for the concept of iterative software development. The
shorter the iteration, the faster the team can adapt to required changes. We will
cover this more in-depth further on in this syllabus.
This is the concept that allows us to adapt to the needs of our organizations on a
day to day basis.
In our traditional model of software development, the methodologies we have
followed have been focused on a stepped or "waterfall" process. As we move
through these steps we set rigid signoﬀs which discourage changes as we get later
and later into the development of our product. We call this way of addressing
business needs as "prescriptive."
In our business world today it is unworkable. The Business environment changes
continually and what we face is an enormous amount of uncertainty at the
beginning of any project. We cannot predict what the ﬁnal outcome should be and
therefore cannot prescribe a rigid method to get there.
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The Cone Of Uncertainy
Steve McConnell in his book titled, "Code Complete", identi ed and documented, in a typical
product, a large amount of uncertainty existing at the front end of the project. It is during this time
that the development team falls into the trap, along with the business, of moving forward with
many decisions made based on assumptions. It is the assumption that creates that greater portion
of errors in the delivery of our products.
Taking an Agile approach allows us to move quickly only on that which we are
certain about. This allows us to then see certainty emerge from the uncertain areas
as we progress further into the development of our product.

Cone Of Uncertainty

The philosophy of continually inspecting and adapting allows us to adapt to the
certainty as it emerges in the development of the product.
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Agile: The Beginnings
The product development world was turned on its "ear" in 1986 when 2 Japanese professors wrote
an article in the Harvard Business Review. A paragraph from this paper listed below is what
changed how we envision the building of a product through a process of lean manufacturing.
Toyota very quickly brought these 2 professors onboard which resulted in the emergence of the
Toyota Production System.

Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do eiusmod tempor
incididunt ut labore et dolore magna aliqua

1986 Harvard Business Review
The article below is what sparked this
enormous change in our structural view
of organizations.

“The… ‘relay race’ approach to product
development…may conﬂict with the
goals of maximum speed and ﬂexibility.
Instead a holistic or ‘rugby’ approach—
where a team tries to go the distance as
a unit, passing the ball back and forth—
may better serve today’s competitive
requirements.”
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This leads to a diﬀerent way of working
which is deﬁnitely not what we have
been used to in our traditional software
development world.
SCRUM
In 1993, Jeﬀ Sutherland and Ken
Schwaber, working with a team of 300
developers at Easel Corporation, based
on the paper, put together an Agile
Management framework known as
Scrum.
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The Agile Alliance
In February 2001, 17 Agile thought leaders came together in Snowbird Utah, and out of that
meeting came the birth of the Agile Alliance as well as the development of the Agile Manifesto. The
foundation behind the world of software agile delivery.
Lorem ipsum dolor sit amet, consectetur adipiscing elit, sed do eiusmod tempor
incididunt ut labore et dolore magna aliqua

The Agile Manifesto laid out the 4 foundational values of Agile Software
Development:
1. Individuals and interactions over processes and tools
2. Working software over comprehensive documentation
3. Customer collaboration over contract negotiation
4. Responding to change over following a plan

* While there is value with the items on the right-hand side of each statement, in
the agile world we put greater weight on the values on the left-hand side.

These 4 value statement are the pillars that uphold the following 12 principles of
agile product development.
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The 12 Agile Principles
Principle 1
Our highest priority is to satisfy the customer
through early and continuous delivery of
valuable software.

Principle 2
Welcome changing requirements, even late in
development. Agile processes harness change
for the customer's competitive advantage.

Principle 3
Deliver working software frequently, from 2 to
4 weeks, with a preference to the shorter
timescale.

Principle 4
Business people and developers must work
together daily throughout the project.

Principle 5
Build projects around motivated individuals.
Give them the environment and support they
need, and trust them to get the job done.
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The 12 Agile Principles ... (cont'd)
Principle 6
The most ef cient and effective method of
conveying information to and within a
development team is face-to-face conversation.

Principle 7
Working software is the primary measure of
progress.

Principle 8
Agile processes promote sustainable
development. The sponsors, developers, and
users should be able to maintain a constant
pace inde nitely.

Principle 9
Continuous attention to technical excellence
and good design enhances agility.

Principle 10
Simplicity--the art of maximizing the amount of
work not done--is essential.
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The 12 Agile Principles ... (cont'd)
Principle 11
The best architectures, requirements, and
designs emerge from self-organizing teams.

Principle 12
At regular intervals, the team re ects on how
to become more effective, then tunes and
adjusts its behavior accordingly.
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Techniques Used
There are numerous techniques that we use in adherence to the Agile philosophy. We will list
some of these here. These are all elaborated upon as the team journey's through the Agile
workshops.

Technique # 1: Collaborative Team Vision
Setting

In a 1 to 2 day session, the team, along with key stakeholders
collaboratively develop an Agile Project Charter. This document
becomes the vision or the "North Star" of the project. This process is
facilitated by the Scrum Master with the content development owned by
the Product Owner. This 2-page document includes content such as:
1. The project vision statement
2. The project mission statement
3. The goals and objectives set to achieve the project mission
4. The mission tests
5. In and out of scope
6. The team social contract
7. Risk management
8. Budget and timelines
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Technique # 2: Collaborative
User Stories
Using a technique called User Story Mapping,
the team goes through a process of Progressive
Elaboration to arrive at a point where enough
"certain" functionality, giving the highest
Business Value is known and recorded. These
User Stories that are recorded are not
documentation, but a "key" that opens the door
to conversation. It is in the conversation that
the "true" requirement is discovered and
de ned. User Stories can change on a continual
basis, by the Product Owner, as more and more
certainty is revealed through the evolution of
the solution.

Technique #2: Relative Sizing
Estimation
Due to the nature of the unknowns involved in
attempting to estimate software development,
ie.programmng, in terms of time, I.T. developers
inherently set themselves up for failure.
Looking at the statistics earlier in this
document, we see that our failure rates in
traditional software development are very high.
Much of this has been due to what is called
"poor estimating techniques" which all revolve
around "time." This process is focused on
"predictive" development which in reality
impossible for I.T. to do. In relative sizing, we are
continually much more accurate and the
estimation process is much faster and easier.
This process is driven by "comparison
estimating" and does not consider time.
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Technique # 3: Increments
And Iterations
Based on the rst principle of the Agile
Manifesto, the team(s) build User Accepted
Tested software in continual small "chunks" of
system functionality. As these increments of
software are constructed and viewed by the
stakeholders, they are continually re ned. This
cycle of re nement is developed through an
iterative approach taken by the team. As stated
in that principle, the reason behind all of this is
so that the team can fail early, fail fast, and fail
often. This allows the team to build for the
stakeholder, what the stakeholder needs when
they need it.

Technique #4: Small Teams
The team is the foundation of the Agile
philosophy. The team should not exceed 6 to 8
members, it should be cross-functional, selforganizing, autonomous and empowered. Much
of this goes against the command and control
style of our traditional I.T. organizational
structures but is required for Agile success. The
question that arises here is "what do we do for
a large project?" The answer, "We use multiple
small teams." This de nitely makes things more
complex, requires more coordination, and more
communication. When done right, success is
the outcome.
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Technique # 5: Servant
Leadership
Command and control management techniques
are considered relics from the past in the new
agile leadership paradigm. Servant Leadership
is becoming a successful approach being used
by those who lead Agile teams. Roles like the
Scrum Master and Product Owner are focused,
not on directing the work of team members but
empowering them and then doing what is
required to develop team members into high
performing individuals. Supporting and doing
what is required to create team members who
are the best at what they do.

Technique #6: Continual
Planning
In the agile world, planning never ends. The
focus on the planning is for the current
iteration. Plans include the daily plan, the sprint
plan, and the release plan. These plans are then
continually re ned as the "real" needs of the
stakeholders rise out of the emergence of the
solution for the business. Remember the adage
that we have used in the Business Analyst
world for years, "Our stakeholders don't know
what they want until they see it." Therefore we
deliver complete working functionality to them
which then allows us to know if we are on the
right path. This allows us to continually re ne
our plans on a daily basis.
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Technique # 7: Continual
Software Refactoring
One of the issues that the Information
Technology Development world has faced over
the years is the accumulation of Technical Debt.
This debt continues to grow as most
organizations do not have the resources and
time to go back to “ x” the issues that have
been allowed in the system that has been
delivered, as pressures increase from the
business world to “attack” the next problem,
opportunity, or directive. Refactoring is one of
the techniques that we use, as sprint by sprint,
we will go back and “refactor” past code from
prior sprints to bring it in line with the
standards set prior to the start of development.
This is done continually throughout the
development.

Technique #8: Automated
Testing
In synchronization with the above-mentioned
refactoring, the program code is continually
integrated into the system by way of system
builds. It is recommended that at least 1 to 2
integration builds be done on a daily basis. To
do this effectively, automated testing software
is essential for the team to be agile.
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Agile Techniques
The above-mentioned techniques are not all the ones we nd used by agile teams but are some of
the key ones that we see on a daily basis within true agile developments. These techniques allow us
to achieve true “agility.” The Management Framework called “Scrum,” gives us the ability to pull
techniques from the other agile frameworks, such as XP (Xtreme Programming) or FDD (Feature
Driven Design) and use them within the project in development. What makes this so potent, is that
based on the environment that the team is operating in, they choose, with facilitation by the Scrum
Master (the Servant Leader), the techniques that they deem important to create a successful
product.
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Agile Frameworks
A number of agile frameworks have been authored by subject matter experts over the rst few
decades since Agile appeared on the scene. Below we categorize and list the most used in the world
today.
AGILE PLANNING

AGILE
 AM
SOFTWARE
– Agile Modeling
ENGINEERING
(Scott Ambler)

 XP – Extreme Programming (Kent Beck)
 FDD - Feature Driven Development (Jeﬀ Deluca)
 Crystal – (Alistair Cockburn)
 ASD
– Adaptive Software Development (Jim Highsmith)
AGILE
MODELLING

 Scrum – (Jeﬀ Sutherland & Ken Scwaber)
 Kanban/Lean – (Dave Anderson & Allan Shalloway)
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Agile Summary
The 4 values of Agile as recorded in the Agile Manifesto






Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan
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THANK
YOU

We Welcome Your Feedback
Feel Free to get in touch with us for any
feedback or questions.
ed.the.scrum.master@gmail.com

