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Introduction
The motivation to write this book came from my passion for Agile software development, combined with many years of experience. Many Agile projects that I’ve worked on were Agile transitions; project members had little or no experience with software development methods. Working with low-maturity teams in Agile software development is quite challenging on the one hand, but brings some advantages, like non-biased mind, on the other hand. 
This book is written for both, readers that are new to Agile as well as readers who are experienced with Agile software development. The subject of this book is the core framework and methodology for Agile software development, the Agile Manifesto and its 12 principles. To understand and follow this foundation of Agile software development is essential, because without this understanding of the Agile Manifesto other frameworks, rulesets, and methodologies will not result in an Agile way of working. 
The Agile Manifesto and its 12 principles are explained in an easy-to-understand way, with additional, valuable information that any project can profit from. 
The book also includes the so-called Agile Values that are not contained in the Agile Manifesto itself. They are, from my point of view, general values that should be applied in daily life as well. Since this book refers to the Agile Values in several chapters, I’ll introduce them briefly here. The Agile Values are truth, transparency, trust, respect, and commitment. As mentioned, they are great values to have, not only in Agile software development. 
With that short introduction, I’ll wish you an enjoyable read through the book! Any feedback is also greatly appreciated, which can be sent directly to: 
publications@lostconsultants.com 
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The Agile Manifesto
Before we enter the 12 Agile principles in detail, we will look at the Agile Manifesto itself. Right now, we will scratch the surface of its history and reveal its content, then dive deeper later in this chapter. 
Here, we find the reason why Agile software development exists. Representatives from several disciplines of software development realized that there are better ways of developing software, than it was done previously. Reasons for this might have been that the software didn’t deliver the value it should have, or didn’t meet clients’ expectations. In other cases, people might have experienced the work as an obligation without fun, which left them feeling de-motivated. There are many good reason for using Agile software development in projects as the preferred method. Of course, there are projects or undertakings that don’t require or justify working Agile, and there are others that might consider using some elements of Agile software development, but not all. We will be looking more closely at when it makes sense to use the Agile system for a project. 
That aforementioned group of representatives saw a need to change the way software development was done. Therefore, they got together at a ski resort in Utah, in February 2001. Out of this gathering, the Agile Software Development Manifesto arose. Throughout this book, we will refer to the Agile Software Development Manifesto as the Agile Manifesto. 
The Agile Manifesto is an alternative to documentation-intensive and process-focused software development. The Agile Manifesto was then signed by all participants, and many individuals and organizations afterwards, who identify with its principles as a way of developing software. 
Now it is time to look at the Agile Software Development Manifesto, which states the following: 
We are uncovering better ways of developing software by doing it and helping others do it. Through this work we have come to value: 
Individuals and interactions over processes and tools
Working software over comprehensive documentation​
Customer collaboration over contract negotiation
Responding to change over following a plan 
That is, while there is value in the items on the right, we value the items on the left more. 
After this introduction to Agile Software Development and brief historical background, you should have a minimum understanding of the motivation behind it and its intentions. 
Further in this chapter, we will look more closely at the Agile Manifesto. We will reveal some thoughts behind it as well as some background and set clarification for how it is applied in software development. 
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Individuals And Interactions Over Processes And Tools
“The uniqueness of individuals is the diversity of life.”
Leila Gift Akita 
The base idea of individuals and interactions over processes and tools is covered in this chapter, whereas the supporting principles are part of later chapters. You will, in this chapter, gather a general understanding of what is meant by this statement, how it integrates into software development, and what the benefits are. 
When the Agile Manifesto emphasizes individuals and interactions over processes and tools, it doesn’t tell you to eliminate processes and tools. Processes and tools will still have their part in each software development project. Instead, what the Manifesto says, is to give individuals and interactions more importance than processes and tools. This means individuals are not a component of a process, but the center of the project. 
Only with individuals and interactions as the center of a software development project is it possible to release people’s full potential. Having people working at their full potential is beneficial to the whole project —people will be committed, people will take ownership, people will be motivated. And on top of that, people will have fun developing software. 
What you want to achieve with the implementation of Individuals and Interactions Over Processes and Tools is that software development teams feel as valued as the software development projects. You want to see people talking about the software they develop, you want to see people sketching and debating, looking for alternatives, and you want people to draw on the full range of possibilities to develop software of high quality that brings value to users. So, if an individual’s role is to fill a process step or feed tools instead of making use of their own full potential, you won’t profit from the benefits mentioned. Processes and tools are meant to support individuals focusing on the best solutions and support them doing their work to the best of their ability. 
That being said, processes and tools do have value and bring efficiency and structure to software development projects. Structure in particular is of utmost importance in Agile software development, as efficiency is always welcome in any commercial project. When you think of any software development project, you will find that there are always some processes and tools in place, even if they are not blatantly noticeable. A very important point with the use of processes and tools is that they must support the Agile way of working. When in doubt regarding the functionality of certain processes and/or tools intended to be used support the Agile way of working, an evaluation against the Agile Manifesto should be done beforehand. 
In true Agile environments, the focus lies on the left side of the equation, individuals and interactions. This implies that everyone working on an Agile team must have a clear understanding of what Agile is and what it means to do Agile software development. Therefore, an environment that recognizably embodies Agile values, such as trust, must be in place from the beginning. Otherwise the project could lose many of the benefits that working Agile brings. 
After you have learned about Individuals and Interactions Over Processes and Tools, you will have an understanding of why this principle is important and be able to implement it effectively in your software development project. 
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Working Software Over Comprehensive Documentation
“Art is to me the glorification of the human spirit, and as such it is the cultural documentation of the time in which it is produced.“ 
Hans Hofmann 
After you’ve read through Individuals and Interactions in the previous section, let’s now cover Working Software Over Comprehensive Documentation. With some background and tips for usage in software development, you will get a good understanding of what the principles behind Working Software Over Comprehensive Documentation add to your projects and what points to pay attention to. 
Working software is the goal of each software development project. Because of that, there is no good reason to place more value on documentation in general, and comprehensive documentation particularly, than on working software. That being said, documentation doesn’t vanish completely in Agile software development. It comes after working software has been produced, and effort should only be put into documentation if it is of value. This means that documentation is either needed to understand the software or to use the software. 
Working software is the only true measure of progress regarding a software development project. No user is happy if there is extensive documentation but no working software that adds value. Another side effect of making the primary goal working software is that it provides motivation for everyone involved in the project. Working software is the result of the effort put in, leaving all involved feeling confident. And, it can be used to gather feedback from users. When clients see working software, they gain trust in your project. 
Working software is also a tool for learning about the market where it can be or is used, the technologies used, and the process of developing it. What is learned can be used for further development on that working software as well. The less uncertainty about it there is, the more smoothly it will run. 
Of course, your project will also produce documentation in some form. The source code of the software itself is an example. If source code is clean code, it is readable to other developers, and as such, is a documentation of work that has been done. User guides and other documentation can be produced only as needed. But, as stated earlier, all documentation is of no value without working software. Documentation is not the reason why we do software development projects. Documentation only supports the real product, which is working software. 
With this section, you are half way through the Agile Manifesto. You now have background knowledge and an understanding of the principles behind Working Software Over Comprehensive Documentation and what it means for developing software. With this in mind, let’s move on to the remaining two core values that make up the Agile Manifesto. 
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Customer Collaboration Over Contract Negotiation
“Alone we can do so little; together we can do so much.“ 
Helen Keller 
Collaboration with customers is the subject of this section. Here, you will read about the value of customer collaboration over contract negotiation as it pertains to daily use in software development. 
Collaboration is the key word here. What is meant by customer collaboration over contract negotiation is that all negotiation should happen collaboratively. This means that negotiations are transparent, with no hidden agendas. Pricing, which is usually a sensitive topic in contract negation, should be fair for all parties. If an undertaking starts with hidden missions in negotiation, it will become difficult to work together in a truly Agile manner. One of the core values of Agile, trust, is missing from start, in this case. 
Agile elements can be included in all kinds of projects. Ideally, trust is built over time, and customer collaboration is the main focus. It is hard to imagine software development projects that go without contracts. The contract’s role is to formally state what comes out of collaborative sessions. In other words, contract negotiation is fine, it just shouldn’t harm collaboration. 
As mentioned, trust is essential for real collaboration. Any other way of dealing with customers may result in a non-Agile way of working. Contracts are there to set the boundaries. A timeline with target delivery timeframes for releases should also be contained. Why timeframes as opposed to strict dates for deadlines? Simply because it is hard to predict the completion of software development so exactly. Does it then make sense to set a delivery date or go-live date weeks or months before it takes place? Of course not. Thus, taking the time and energy to plan this in so much detail and exactness becomes useless. Don’t get this point wrong: you shouldn’t start with something so vague as “we will see when we finish.“ Instead, contracts should contain roughly estimated timeframes for work completion, and with this you will be able to give an indication of what week or month the work will be finished. 
When talking about collaboration, we shouldn’t limit this to one team, department, or a group of people. Collaboration should be applied across all involved parties. This means that everyone who takes part in an Agile software development project must have an understanding of what working in an Agile environment means. At a minimum, everyone should be familiar with the Agile Manifesto, including all 12 principles, and also with the Agile core values. 
Another word about collaboration and what it means in daily work: it is the opposite of an assembly-line system, where team members say, “I do my thing and pass it on to the next person in the chain.“ It means working together, being open to feedback, and asking others for opinions and alternatives. Collaboration involves a lot of communication, and the Agile Manifesto and its 12 principles support the creation of such an environment. From my point of view and also my experience in several roles in Agile software development projects, this way of working is fun for everyone. 
Now you have learned about the importance of collaboration in Agile software development projects. You have also learned that negotiation is part of software development, but that it shouldn’t harm collaboration. With that in mind, you’re prepared to move on to the last statement in the Agile Manifesto, before discovering it’s 12 principles. 
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Responding To Change Over Following A Plan
“Life is what happens to you while you’re busy making other plans.“ 
Allen Saunders 
Following a plan is good, but responding to change is better. This is what this section is about. You will see how crucial it is to positively respond to change of any type, and also learn about the value of planning. 
Changes can occur at any time. This means you can’t ignore or avoid changes, at least not all of them. It is then important to consider the value in responding to change instead of sticking to a plan that would be counterproductive to the end goal. It is difficult, perhaps impossible, to reliably plan the future in a way that the plan works out without any re-planning every time. A better plan, then, would be to anticipate that you will be responding to some deviations from the original plan, rather than ignoring changes that would benefit production. After all, this is what Agile is about, responding to changes in order to work most efficiently and productively. Working Agile means that you’re able to change directions, change technologies, change goals, and even change strategies when necessary and appropriate. 
That being said, planning does have value. You should plan, and you should plan often, but the goal should be to create a living plan rather than a static one. Your plan will change as necessary to reflect your current situation, facts, and feedback. The plan should evolve with the project. So make a plan and use it as a tool to determine work that reflects reality and incorporates feedback and learnings. Make a habit of planning with a realistic and workable timeframe. As soon as changes become necessary, don’t ignore them; evaluate them and see what value they bring, what costs they cause, and look for ways to devise a new plan in order to maximize value. The most important thing to learn here is to respond to the change with an open mind. This will likely prevent waste and re-work in your projects. 
As with all concepts in the Agile Manifesto, value is placed more on the left part more than the right. The right part still has its place in Agile software development, especially in this case, with regard to planning. However, being prepared to respond to change means that you will not be wasting time creating too strict of a plan from the start. This is essential if you want to work in a truly Agile way and avoid phenomenons, like scope creeping in to create additional work. Several Agile rule sets, such as Scrum, provide guidance on planning regularly. Responding to change requires that you first have a plan, against which you evaluate the change. 
It is not always the case that change will be necessary, even taking into consideration what stakeholders say or suggest. You must evaluate whether you’re facing a valid change, meaning a change to the software you develop, a change in your project, or even a change in the organization, as a more complex example. There are circumstances that can cause changes in the way we work, which would have to be evaluated carefully. Be aware that some changes in organization, used methodology, and processes and tools, will not be compatible with the Agile Manifesto. In short, be prepared to welcome changes, but don’t welcome just any change without evaluating its value to the project. 
Now that you’ve finished the section about changes, you’re through the initial analysis of the Agile Manifesto. You now know the fundamentals of Agile software development. That’s great, but the real work is still in front of you. In the next chapter, we will begin discussing the 12 principles supporting the Agile Manifesto and how to implement them. After understanding the 12 principles, the task of implementing them in your software development projects will begin. 
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Satisfy The Customer
Our highest priority is to satisfy the customer through early and continuous delivery​
of valuable software. 
Let’s examine the 12 Principles that support the Agile Manifesto, starting with the one regarding customer satisfaction. Here, you will see what it means to deliver valuable software and also what it means to deliver software continuously at a stable pace. After this chapter, you will have a good understanding of this principle. Some questions will be answered for your software development project, and you will have a range of topics that you’ll need to consider in order to implement this principle. 
Satisfying the customer is the ultimate objective of any software development project. In some cases, you will be working to satisfy legal or technical needs. Then, the customer becomes more of a stakeholder—governments, departments, or other parties—rather than the classical customer who uses the software to reach business goals. 
While you should deliver valuable software to your customers in any software development project, in Agile software development, it is mandatory that you deliver valuable software. This means you don’t just deliver software that works, an important aspect, but you deliver software that makes the life of your customers easier and helps them to increase business or to save time. 
Predictability is an essential factor in Agile software development. You don’t deliver valuable software once, but continuously, at a stable pace. A stable pace is what gives you predictability, which will make the customer happier. It also helps to plan marketing campaigns or budgets. Software delivered at a stable pace will generally be a mid-to-long-term project, much the same as outsourced software development or internal product development. 
In order to become Agile as a team or organization, you will have to take time and invest. People need training and a full understanding of what Agile means. This process should not be underestimated, and it is crucial if working Agile is important to you. 
But let’s go back to the principle of satisfying your customer through valuable software. You need to find out what valuable software is to customers and develop a team that is capable of delivering at a stable pace with that particular project. There are many questions to deal with in this context. What is value to the customer, and what problems might customers have that you will need to solve? How can you verify that the software you deliver adds value to their company? You will most likely need to implement prototyping and user tests in order to answer these questions. Having an Agile team will help to ensure all of these tasks are done correctly and efficiently. 
You also have to think about the infrastructure that supports delivering software continuously. If the delivery process consumes too much time in relation to development effort, it might not be efficient to deliver new software often. In this case, you must further invest to set up an internal infrastructure that supports continuous delivery. With all considerations to be made for implementing this principle, it might not be worth doing this for software projects that are short term, meaning project timeframes of less than 3 months. 
Agile software development projects unfold its full power long term. You need time to develop teams, and you need time to implement and prove Agile values. In order to establish constant pace and continuous delivery with valuable software, you also need to invest and spend time making sure thorough Agile training is completed. Consider the efforts of implementing the Agile Manifesto only in long term projects, meaning from a minimum 4 months duration. Short term projects can be done iteratively with some elements of Agile software development, but they hardly become truly Agile unless you have a full functioning Agile team from the start. Why doesn’t it make sense to implement the Agile Manifesto for projects with less than 3 months duration? Thorough Agile training will take longer than that, so true Agile software development will hardly be possible to complete in that short time. 
The principle of delivering valuable software continuously at a stable pace supports the Agile Manifesto with focus on working software over comprehensive documentation. It also provides support for responding to change over following a plan. If you find out that you could increase value, this would need to be considered a change and should be planned for as soon as possible. 
One impediment to implementing this principle is missing infrastructure for delivering software continuously. Forcing frequent deliveries in order to deliver continuously under these circumstances would set the project in an inefficient state. Software delivery is a painful and time-intensive process with a lot of manual interaction. This wouldn’t justify delivering regularly in adequate time. The efforts for delivery would be too high compared to the development effort. Another impediment to this principle is a lack of resources to determine what is of value to customers. If you don’t know what they would consider to be valuable software, you can’t be sure to develop valuable software for them. This is something you need to think about consciously at all times during your project. If you deliver software that does not bring value to your customers, the project will likely not last very long. 
In some cases, I’ve seen that people resist or don’t support frequent software delivery for several reasons. This can be an impediment to becoming Agile, since the software will not be used and feedback from real customers will be missing. There is no way to inspect and adapt this part of your project, which is a violation of another principle that comes later in this book. When you don’t deliver software continuously at a stable pace, you are not Agile, and you can’t easily change directions in order to follow marketing inputs or other changing demands in adequate time. 
From my experience, this principle is one that people in Agile project teams must be reminded of regularly. You can achieve this by asking about the business value of each working item that is planned for implementation. Don’t accept any answer that justifies the work item; make sure it really adds value. 
Ask yourself and others about the benefit that customers are getting when this software is used. This process will increase understanding and responsibility for delivering valuable software in your teams. It needs to be supported and actively worked on by all participants. This is particularly true for teams that are new to Agile or have experienced pseudo-Agile methods. With pseudo-Agile methods, I’m talking about phenomenons such as Scrum, where 5 or more iterations make a release and the last two iterations are test sprints, for example. 
So, if you manage to deliver valuable software, you will have financial impact, whether it comes through time savings, increase of sales, or higher efficiency. Ensure that you get feedback on software that you have delivered regularly. Ensure you get objective feedback, such as reliable metrics. An opinion from one manager or marketing expert is not enough. If you get the feedback early, it will also save you costs. Make feedback part of your work, and plan it in. 
Now that you have reached the end of this chapter, you should have gathered a good understanding of what the principle of delivering valuable software early and continuously at a constant pace means. You have read what it takes to implement that principle and also the impediments to that principle. With that in mind, move on, and enjoy the next principle in the following chapter. 
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Welcome Changes
Welcome changing requirements, even late in development. Agile processes harness change for the customer's competitive advantage. 
In the previous chapter, you learned that in order to become Agile, you should deliver valuable software frequently at a stable pace. In this chapter, you will see how change is a good thing that you will benefit from. 
Change is everywhere, not only in software development. It occurs foreseen or unexpected and usually requires a response. For example: your train comes later than expected and you probably miss an appointment, you will take action to respond to that change. You might give the people you planned to meet a call or check what other transportation is available. 
Discovering that changes must be made early rather than late is ideal. This gives you the possibility to react to the change without time pressure. In software development, changes can often be positive. They open the doors for learning and provide a form of feedback. The earlier that happens, the more you will profit from it. Finding and implementing necessary changes avoids that you implement software that misses its objectives and doesn’t provide the value that it should. 
Every software development project has to deal with changes, Agile software development projects included. A change to the organization, scope, team, or timeline is not something that can be planned for specifically. Instead, changes require a modification of your plan, and you will need to respond in order to keep the software development project under control. If you ignore necessary changes, reality will kick in later, when all you can do is hope that it doesn’t harm your project. But that is not what you want. You want to deliver software of value at a constant pace, as we have learned in previous chapter. 
Considering all this, you should make the idea of change your friend, not your enemy. Welcome changes! Welcome them even if they occur late and you feel like you have just worked for nothing for a week or more. View change as something that helps you to achieve your goal and your customer’s goal. The one who responds to change best has the advantage over competitors. Consider change as value. Change is learning, change can provide feedback to your work so mistakes can be avoided in the future. Take change seriously, and profit from it. 
The principle of welcoming changes, even late in development, supports the Agile core value of responding to change over following a plan. It also supports another important Agile value, individuals and interactions over processes and tools, where changes are considered as something that benefit both the team and the customer. The team learns, and the clients get a better product. The principle of customer collaboration over contract negotiation is often subject to change as well. Collaboration in finding appropriate and efficient changes leads to better solutions. 
Agile failures are often caused by avoiding changes for several reasons. One such failure occurs when a product is sent out without responding to necessary changes because the discovery of the necessity for those changes happened so late in the development. The consequences of this will often be a dissatisfied customer, as well as re-work later in the project or after the project has finished, which is more costly than if the change would have been considered and implemented immediately. 
Another impediment is scope creep that reveals itself under the cover of a change. You need to be very careful with that since it might cause the project to fail. If you have properly defined scope that will deliver value when implemented, there is no need to make adaptions to it. If your scope turns out to miss its target when implemented, changes to the scope are required and should be incorporated early. Avoid situations where you make small adaptions to scope during implementation without careful analysis. This will often cause you to finish late or never finish, if this occurs regularly. Respond to changes swiftly and efficiently instead. 
People or departments not willing to change in order to work in an Agile way will also impede this principle. If people involved in your project are not “living“ this principle, you will lose the benefits of Agility. 
From my experience, people need to familiarize themselves with the concept of welcoming change at any time. Once they have adapted to this way of working, changes will be treated as a natural and routine occurrence, and appropriate responses from the team will result. As mentioned earlier, changes are everywhere. So swim with the tide and not against it; less energy will be wasted in that case. 
What I experience very often is that scope creep occurs in some form. It is not always easy to discover, but pay special attention to the possibility, and treat changes as what they are, a necessity to alter your plan in order to deliver the best end product in the timeliest fashion. 
Changes, especially if they occur early, avoid waste. With waste comes efforts spent for software of little or no value. You want to implement software that solves your customer’s problems or improves your customer’s situation. The earlier you notice that you’re on the wrong path, the more beneficial it is for everyone. You avoid extra costs for waste, and your customer will gain confidence in you and your team due to timely delivery. 
With this, you are through the chapter of welcoming changes, even late in development. You have read several aspects of changes, proving their necessity and benefits. Changes ideally occur early, but are also welcome late in a development cycle. If you understood this chapter, you’re ready to move on to the next one.
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Deliver Working Software Frequently
Deliver working software frequently, from a couple of weeks to a couple of months, with a preference to the shorter timescale. 
Now that you have learned how to deal with changes in the previous chapter, it is time for an introduction to the principle of working software and frequent deliveries. This chapter is about adding value to your services of software development, which is achieved by early delivery of working and valuable software. 
To understand this principle, it is helpful to know “Humphrey’s Law.“ “Humphrey’s Law“ says that customers never know what they want until they see working software. 
When you dive into that principle, you will come to the conclusion that working software is of utmost importance at all times. Otherwise, you will not be able to deliver working software at a high frequency. Delivering working software at a high frequency is indeed a huge accomplishment as well as a precondition to this principle. As you learned earlier in this book, the software shouldn’t only be working, but also deliver value to your customers. 
When looking at the idea of having working software at all times, there must be a common understanding of what working software is. This common understanding will also help you to determine whether a feature is finished or not. Most importantly, everyone that is working on your project must have the same understanding of what working software means. Also, customers should have the identical understanding of what working software is. As such, this definition must be made clear to all parties. 
Looking a bit deeper into having working software, you must ensure that you can validate your software against your definition of what working software is. Therefore, you need an infrastructure, as mentioned in Chapter 2. Your software has to be available in an environment where validation can take place. You also need to have a test suite that covers the functionality of your software. That test suite is then executed after each change to the software. The results of the test suite execution show you whether your software is functional or not. If relevant, you need to consider load and performance tests as well. If your software is not working, you should fix the issues before continuing work on new features. From a financial perspective, fixing issues as soon as you discover them will save you money. In the case that you leave issues untouched for days or weeks, the negative effects will multiply: after letting the problem sit for such a long time, someone will not only need to catch up with what has been done, but also fix the issue. If you solve the issue right away, you usually know what work you have done over the last few hours or days and remedying the situation can be done quickly. Further, you will avoid the risk of building new features on top of existing issues, which adds unnecessary complexity to your software. If you continue along that route, you will end up with software that is not maintainable or only maintainable at very high costs. 
Having working software ready to deliver frequently is a great success. As mentioned in Chapter 2, delivery should be a straight-forward task. Remember that you want to deliver software at high frequency, so costs should be well managed. The delivery process needs to be in adequate relation to development effort. There are several points to consider when talking about delivering software frequently, with the preference for a shorter time scale. Also, your client, as the receiving organization, has to be prepared for frequent deliveries. This can become a huge problem if your customer cannot digest frequent deliveries. You might be technically and process-wise prepared to deliver frequently. Your customer might be technically and process-wise prepared for frequent deliveries. 
That is already an accomplishment. However, if there is one department involved, customer service for example, that is not prepared for frequent delivery for some reason, the principle will not be implemented properly. This means your are losing Agility, and your customer cannot benefit from early and frequent deliveries. As mentioned in the beginning, being Agile affects all persons and departments involved. 
Let’s look at the positive case where your organization and your client’s organization are fully prepared for frequent deliveries. If this is the case, it’s time to strive for the highest possible frequency, meaning deliveries as soon as possible and as often as possible. As soon as possible is easy to understand—as soon as a feature is done it should be shipped. As often as possible is a little more tricky. Take a few minutes and think about what this means. You will find out that this involves, even in the early steps, an in-depth understanding of all the requirements and work items. In order to deliver at the highest possible frequency, it is better that you have the smallest possible work items. Smallest possible work items means something that can be done with minimum effort and still adds value. So instead of having several little features in one work item tied to one test suite, you should put effort into breaking work items down into smaller units as much as possible, This is a challenging task that you can spend a lot of time on. In order to become highly Agile and in a position to respond to changes in a very short time, having the smallest possible work items is highly beneficial. 
Remember that deliveries at high frequency still means that deliveries must utilize quality- control. This principle is not about delivering features quickly at all costs. In combination with other principles, it is about adding value to your customer as soon as possible. 
The principle of delivering working software frequently supports the Agile concept of working software over comprehensive documentation. Customer collaboration also underlies this. As you have learned, delivery in short timeframes requires you and your customer to work hand in hand. So this principle supports customer collaboration over contract negotiation. 
There are impediments to this principle to mention. A classic impediment is involving non-Agile departments that work at their own pace with their own processes. Again, resistance to change is an impediment. From my own experience, this is a principle that is hard to implement initially. Especially if there is something like a delivery or deployment process already. Any department not following Agile methods will need to adapt in order to support an Agile way of working. My experience is also that once the pre-conditions for frequent deliveries are set up and frequent deliveries are made, everyone becomes more motivated, as they will see their working software adding value to users. Feedback for that software by real users is then welcomed by the team and is a form of validation of the software. 
As mentioned earlier, you should pay close attention to quality. Since we have short cycle times with frequent deliveries, the software must be working properly. Otherwise it will harm Agility, as trust gets lost and the project moves away from Agile principles. 
Due to the short cycle times, feedback also comes in more quickly. This means you learn faster about your target group, the users, and how they behave. With this, you are in a position to adapt the software early to meet the needs of your customer and the needs of real users. And do not forget “Humphrey’s Law,” stating that customers never know what they want until they see working software. That together streamlines your software development project towards efficiency. 
Now that you’ve learned about delivery of software at high frequency and what this means to you and your customer, there is a lot of work to be done in order to achieve this principle. You will likely face many obstacles. Yet, all the effort is worth it when you consider the value it brings to your customer. With this in mind, you are ready for the next chapter: Business People and Developers.
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Business People And Developers
Business people and developers must work together daily throughout the project. 
After you have an understanding of the principles behind working software and frequent delivery, as well as welcoming changes to produce more valuable software, it is time to look at interactions between business people and development teams. This principle is about close and direct communication between these two ends, which is not always easy to establish, but is worth the effort. 
Assuming you get business people and developers to work together daily, you will benefit from a lean process for a direct transfer of information in return. Direct communication between people who know what features are needed and people who know how to implement these features is an important part of becoming Agile and working efficiently. In this context, the term “daily” might differ project to project. Of course, business people and developers should interact as often as necessary. 
This is a great opportunity to get feedback very early in the development cycle and make adaptions before testing even begins. Close communication between business people and developers is essential when it comes to valuable software. Business people, who tend to have a business-oriented outlook rather than a developer’s technical outlook, will point out early whether features or the way they are implemented deliver value to the user or to the business. This is not the only step in Agile software development where feedback is provided, but this principle ensures early feedback from business people, which is useful in working as efficiently as possible. 
Before it comes to feedback, developers should learn the software requirements by speaking with the related business people directly. This way, there is no one in between the business people and the developers who could transform and potentially skew information. The more people involved in the transfer of information, the more risk is introduced that the information is transformed away from the original. When you talk to one of the business people directly, it is still possible that you might perceive requirements differently than they were meant. This happens quite often, sometimes just slightly, sometimes ending in real misunderstandings. However, direct communication between the business and development departments minimizes the risk of transformed information which is prone to error. 
A further benefit is that developers move out of their development-centered environment and get in touch with business, users, or even customers directly. With that, they get a better understanding of what features are actually needed and start working with a more balanced view between technical and business requirements. For instance, they may be able to take the position of a user in order to understand what is needed. Developers then go back to their work with a better understanding of what needs to be included in the finished product when they start thinking about how to implement required features. 
Having business people and developers talking to each other daily and early in development cycles additionally brings the benefit that developers, as technical people, can point out technical limitations, alternatives for less costly implementations, and other technical impacts that might occur in an early stage of development that business people would not think to consider. With this kind of information, business people can make decisions that can help avoid waste of time and effort in development due to previously unknown aspects. 
Business people and developers must work together daily throughout the project, which clearly supports the principle of individuals and interactions over processes and tools. This interaction can also lead to necessary changes being implemented earlier rather than later, which supports the principle of responding to change over following a plan. As you might have guessed, it also strongly supports customer collaboration over contract negotiation through working together daily. 
There are several hurdles that make close interaction between business people and developers difficult, or even impossible. Often there are geographical barriers involved when business people and developers are not located in the same place. While these barriers can easily be worked around with modern communications tools, this is already a step away from direct communication and interaction. Body language, for example, might get lost over the phone. Furthermore, both business and development people have different schedules and are not always available at the same time. This might hinder working together daily, and in the worst case, even weekly. Language and culture can also be an issue when it comes to direct communication. This includes spoken communication as well as body language, especially across people of different cultures and countries. 
One more point you need to consider, is that business people are usually full of ideas about their business. Developers, however, are not always aware of small changes to the scope that creeps in as a result of direct communication with business people. Often, this is not intentional, but still needs attention in order to avoid scope creep. Scope creep will bring in effects that leave both sides unhappy in the end. Business gets delayed, delivery of software is pushed back, developers can feel that they are working endlessly while nothing gets done. Both are demotivating aspects, and both are steps away from working Agile. 
From my experience, living this principle will be highly beneficial in implementing it. Developers should consciously and pro-actively pay attention to scope creep, which I’ve often seen happening in the context of this principle. Clearly defined work items, clear definitions of what needs to be done, and time- boxed meetings with clear agendas help to limit scope creep. Daily stand ups are also a good chance to discover scope creep, or at least pay attention to changes that come out of daily interaction with business people. 
Easy communication should be supported and enabled, especially given the difficulties that can arise from working across cities or countries, languages and cultures. Kickoff meetings, where people get to know each other in a less formal context, have proven to be helpful for daily interaction and communication. 
What I’ve also experienced is that language differences especially can lead to a rise in tensions and misunderstandings. Business people don’t want to repeat themselves over and over. They have limited time and also other work to do. Developers might not clearly understand requirements and start working based on assumptions. To avoid these problems, you will need to pay close attention to effective modes of communication in these cases so that work is done in a consistently efficient manner regardless of cultural, language, and distance barriers. 
When business people and development people talk to each other daily, it might seem that productivity could go down, as communication takes time away from actual development. But compare the costs you may have with early, direct, and frequent interaction compared to the costs you would have when many changes to the software are necessary later in the development cycle. 
For business people, this principle supports getting valuable software early, and with that, increasing their business. They also profit from Agility and can change requirements if they discover, during conversations with developers for example, an opportunity to create more value. 
With this principle, you now have another piece of the puzzle for becoming truly Agile. Seeing this principle in action usually means people enjoy work more compared to the alternative, where business people and developers work in isolation. You also have a good understanding of what it means to implement this principle of daily communication between business and development and what to pay action to in order to benefit from it. With that, let’s move on to the next chapter about creating your project around motivated people! 
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Motivated People
Build projects around motivated individuals. Give them the environment and support they need, and trust them to get the job done. 
Now, let’s look at the principle of building projects around motivated individuals. This principle is a key success factor for any Agile software development project, and it is strongly connected to Agile values. In this chapter, you will read why motivated individuals are so important, as well as the specific progressive and hindering factors to this principle. 
People, or better, individuals, play a very important role in Agile software development, this is stated in the Agile Manifesto, which outlines its core principles. If you think about software development projects, you will find that each person’s involvement is essential to developing the software. There is no machine (yet) that takes over the job that people do, such as gathering requirements, user testing and validation requirements, developing an architecture, developing software, testing for quality assurance, and so on. 
Motivated individuals bring real value to your team, if their full potential is tapped. They will use their creativity for innovative software development and problem solving. People show or uncover their full potential only in an environment that supports them in doing so, an environment in which people are valued as individuals. As such, you need people in your team that are motivated to work in an environment that is based on the Agile Manifesto and its principles and values. 
For true Agile software development, you need people who bring all their individual skills and creativity into your software development project. It is more important that you create projects around motivated people with less expertise than around experts who are not motivated to work in an Agile way. The expert knowledge holds further risks for the team, as you will read in further chapters; you don’t need experts with the status of a hero in an Agile team. This is because Agile software development is about how a person thinks. It is primarily about mindset and less about expert knowledge. Experience and knowledge can be gathered if you are a motivated individual. 
For motivation, especially retaining motivation over time, it is important to know that failure is positive. Failure provides valuable feedback; failure lets people learn about their work and about their customers. Furthermore, failure is something that happens in all software development projects and cannot be avoided. Look at failures as something that brings you closer to your goals. It is important to note with failures that early failures are easy to resolve rather than failures later on, as so much work will be lost. Failing early leaves a person more motivated to improve. Little time and resources have been wasted. Failing late causes demotivation and costs. With failing late, too much effort is already spent in developing the software, and with that, a lot of waste, for instance, software that will not be needed anymore and can be thrown away. Your teams or projects will always fail in some aspects— just make sure that you fail early. There are several techniques that support early failure, such as start working on work items with the highest risks or uncertainty first, working with prototypes, real user testing or short development cycles. 
Trust occurs once more in this chapter. Remember that trust is one of the core values of Agile. Trust is fundamental in order to create an environment where people are motivated to work, and where people can flourish into individuals in the workplace. Only in such an environment will people show their full potential. When people are working with their full potential, everyone in the project, even the customer, profits. Pay high attention to trust, as it does not come for 
free. Trust is built over time, and trust is easy to break. One wrong decision or word and the trust you have established can disappear. The concept of trust should bet taken seriously and consciously. 
From my experience, the most difficult part in implementing the principle of the motivated individual is to build trust. The principle says you should create your project around motivated individuals. Consider that motivation can decrease, even if people are motivated in the beginning. The key is to not only begin with motivated people, but to keep them motivated. As mentioned in this chapter, if you lose trust or apply incorrect leadership styles, motivation will decrease. In this case, it won’t help that you hire new motivated people, since their motivation would go down as well in this circumstance. Always pay permanent attention to what you say and do in order to build and maintain trust. 
The Agile principle of motivated individuals strongly supports individuals and their interactions with processes and tools. However, this principle is fundamental to the whole Agile Manifesto and its other core components. This is because individuals, including both their strengths and weaknesses, will only be motivated to operate with their full potential in an environment where they are comfortable and nourished. If you have people in your project who are not motivated to go the Agile way with the team, you will notice it. This is an impediment to Agile software development. When you discover lack of motivation, and there is no way to change it, this is a mismatch in ideology that you will need to resolve. Remember that trust is essential. Someone who is not motivated to work with you in an Agile environment is difficult to trust. You will never be sure if they will provide valuable software that applies Agile principles. 
Another major impediment is when leaders apply incorrect leadership style. Leaders in an environment that appreciate motivated individuals must be silent or accommodating in style. Leaders must be supportive and help the team to become Agile and remain Agile. This does not happen by using a dogmatic or preachy style of leadership. It happens through careful observation and openness to feedback. Good Agile leaders talk less than the team and support each individual. This is the type of leadership that leads to staff improvement. Leadership styles are not the scope of this book, but there are many publications about leadership styles that work well with Agile. The word coach is often used in this context as well. 
As mentioned earlier, experts, or heroes, are also an impediment to Agile principles, expert knowledge can easily become an impediment to learning and improvement. Experts can influence others in such a way that is demotivating, making others feel their work is of less value. Or, experts see less of their creativity in the software, and with that, feel less involved, leading to a relationship of mistrust. However, experts will not necessarily be an impediment. Experts who are open to accept outside solutions and are able to hold back when the team comes up with ideas are always welcome. 
What you have just read about experts is generally true regarding those people with a dominant personality type. In this case, the Agile leader needs to pay close attention to the impact the dominant behavior has on others and work on a solution, especially if this is an impediment to the principle of motivated individuals. 
Motivation is also necessary to cross functional work. A classic example of this is developers that are not willing to test. This behavior is evidence of lack of motivation to work truly Agile. However, developers shouldn’t test their own code. Each team member should provide support where needed in order to produce working software that gives the best value to users and can be delivered frequently. Consider what are called T-shaped people. T-shaped people are those with deep knowledge in one area (the vertical line in the T) and also extensive knowledge in other, unrelated areas (the horizontal line in the T). T-shaped people are great to have on your team, as they can provide cross functional work. However, people in your team should be motivated to work in areas other than their primary expertise in order to get work done as efficiently as possible. If this is not the case, it is a lack of motivation. While, of course, a tester will not become a software developer, nor a developer becomes a user experience specialist, it is important that everyone support the team as much as they can and are motivated to do so. 
In many projects I have been involved with, I have seen that Agile software development is started with people who are not trained with the Agile Manifesto or the 12 principles. Instead, the team consists of people with some experience in Scrum, knowing some rules that are written in the Scrum guide.This is not enough to become Agile, a problem that will ultimately lead to reduced productivity. If adequate understanding of the Agile Manifesto is missing, it will be harder than necessary to transform a project into an Agile project and may even cause the project to fail overall. Coming from a non-Agile environment to then starting to work Agile means a change in mindset, including the team’s or organization’s culture. 
If you intend to provide an Agile transformation, but are starting with people without Agile experience, you will need to plan this transformation to Agile software development swiftly and properly. People that are involved need to be trained from the beginning to see the value of Agile software development. If that is not the case, your team won’t be motivated, often questioning the work they are doing. 
What I have also seen are projects or undertakings that say they are operating under the Agile principles, or intend to be, but are not. What is often missing in this case is the motivation of managers to understand what Agile software development means. Only after they truly understand this can they implement the necessary changes to their management style. For instance, managers should understand the concept of self-organizing teams that make their own decisions within the boundaries of Agile software development. If a manager does not apply Agile leadership style, you will end up with a team that lacks motivation and an environment that does not promote productivity. 
With Agile-educated managers, and teams of motivated individuals, you will see tasks and projects being completed more efficiently and with better quality. After the team has passed the initial stages and is working together smoothly, you will save time and energy related to reporting, meetings, architecture, and design, leaving people to take over and organize these tasks. This system will not only be motivating to the team, it will result in a repeated, self-regulated process that sustains their motivation. 
When you reach this stage, you will have a degree of efficiency that your organization and customers both profit from. 
You have now learned the importance of having and maintaining a team of Agile-motivated individuals. With a motivated staff, software development and the environment of your workplace will be become enjoyable. With this in mind, let’s move on to the next chapter. 
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Face To Face
The most efficient and effective method of conveying information to and within a development team is face-to-face conversation. 
After you have ensured that your project is created around motivated people, it is time to let them and other people involved communicate efficiently, ideally face to face. 
Face-to-face conversation is the most direct way of communication and is the subject of this chapter. It is not only the most direct way to communicate, it is also the most efficient, especially when it comes to gathering a full understanding of what the other person has to say. In a face-to-face conversation, you can ask questions directly. This would also be possible on a phone call or instant messaging conversation. What you will not get in all other ways of communication is moods, facial expressions, and body language. Video conferencing might cover that partially, but won’t be as effective as a direct face-to- face conversation. 
As mentioned, there are tools that support direct communication as well. These tool, while helpful, have drawbacks that you won’t find in a face-to-face conversation. Tools depend on an infrastructure, which needs to work properly, and tools need to be operated and maintained. Tools might deliver low quality transfer of information that makes it difficult to see or hear the other person properly. Also, tools don’t always transfer non-verbal language, such as body language, facial expressions, or moods, as effectively as face-to-face communication. 
Particularly in the context of software development, where a lot of clarification and communication happens between involved people, it makes a difference whether conversations are effective and efficient or not. With direct, face-to-face conversation, there are less filters involved than with any other way of communication, and with that the risk of misunderstanding goes down enormously. 
The principle of face-to-face conversation is a fundamental support of the statement of individuals and interactions over process and tools. It supports customer collaboration over contract negotiation just as much as well. 
An impediment to this principle is that people are spread over several geographical locations. Co- locating people that work together should always be preferred. Even in the case that several geographical locations are involved in your software development project, you should arrange working together at least for the initial phase so that people get to know each other personally. If possible, make it so that people can come to work together regularly. 
Another hindering point is when people are not motivated to talk face to face, but prefer sending emails, for example. When it is possible to have face- to-face conversations, you should take the chance and profit from that. Remember that there is nothing more efficient than direct face-to-face conveyance of information. This is valid within a team, as well as between teams or customers and teams. Make direct, face-to-face conversation a priority whenever possible. Support and facilitate face-to-face conversation to enable people to get the information they need without unnecessary filters. 
A lack of motivation to talk face to face results in time-consuming email writing or similar activities. It has become common practice that people sitting nearby one another have resorted to email and textual communication over face-to-face communication. Remember that there is nothing more efficient than the direct conveyance of information. 
With this chapter, you have read about the value of face-to-face communication and how to facilitate face-to-face communication. Now, let’s look at the primary measure of progress next. 
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Working Software
Working software is the primary measure of progress. 
You might already use measures and tools to track progress. Do you also consider working software as a measure of progress? 
As it turns out, working software is the primary measure of progress. This should be a given in all software projects, since working software is the reason why projects are funded. Working software is what clients and users profit from. Other measures, such as budget, time spent or tasks completion, provide additional information that you might need to consider, but only working software can measure the progress of your project. 
Only working software tells us where we are in terms of the completion of the project. If you have spent 80% of your budget and the software cannot be used, you have 0% progress. Your focus should be on having working software at all times. By using this as a gauge, you will have the best primary measure of progress in Agile software development projects. 
The principle of working software as the primary measure of progress strongly supports the Agile core value, working software over comprehensive documentation. Working software should always be a higher priority than documentation, because documentation is of no value without working software. Working software that brings value, especially if it can be used without reading pages of documentation, can be shipped without documentation. So keep the focus on working software at all times, and with that you will become truly Agile. 
Having working software as the primary measure of progress is not as simple as it sounds. You will need to verify that your software is actually working according to requirements. That verification must happen continuously in order to use working software as the primary measure, which requires an infrastructure for checking code quality, deploying the software to test environments, running tests against the software, and reporting statistics.This whole chain needs to be processed several times a day, and ideally, after each change to the software. 
In order to have working software as the primary measure, cross-functional teams provide a significant advantage. Cross-functional teams can ensure working software at all times, whereas non-cross- functional teams will struggle if a person with a certain expertise is not available for a time. What also gets in the way of having working software as the primary measure of progress is a lack of strategy. A lack of development and test strategy will end up creating a heterogenous environment, which will make it more difficult to keep up with the steps involved and maintain order over time. If any piece of your project is not sustainable and difficult to maintain, you will loose velocity. As you will see in the next chapter, a stable and predictable pace is also subject to one of the principles that supports Agile software development. So, ensure that you have a proper development and testing strategy in place. If necessary, ensure that teams get proper training for the given strategy. 
From my experience, working software is the best measure of progress. It gives a better idea of where your project truly stands and also builds confidence when people see that software working. As a result, teams will usually show higher motivation when seeing that the software they are working on actually works! People will be even more motivated when they see that the software they have produced can be used and solves problems. 
To have working software as the primary measure of progress requires a clear definition of what working software is. There have always been different understandings of what working software is in the teams that I’ve worked with. Make sure you define what working software means at the beginning of each project together with the client and the team, as it is highly beneficial if everyone involved in the project has the same understanding of what they are working toward. 
Working software as the primary measure of progress is a free metric for you. You don’t need to invest into reporting or tools, as long as you have a clear definition of what working software is. If you consider that working software is what you need to produce in your project anyway, why not have working software at all times? 
You now know that the smartest and most beneficial way of measuring progress in your projects is working software, and why that is the case. In the next chapter, you will read about developing sustainable software at constant pace, which just so happens to be another great way to measure the progress of working software. 
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Constant Pace
Agile processes promote sustainable development. The sponsors, developers, and users should be able  maintain a constant pace indefinitely. 
After you have learned a bit more about the primary measure of progress, it is time to distinguish a tool of measure to check your pace. 
The principle of maintaining a constant pace indefinitely is a very powerful one. It directly involves sponsors, the team, and users or clients. Whereas some other principles are mainly in place to support the development team, this principle reaches out to all stakeholders. 
Let’s just look at the scope of a project, for example. There is a chain, from recognizing a need of a user, to providing fully tested and working software. Within this chain of gathering and understanding requirements, designing and implementing a solution, assuring the quality of that solution, ensuring that the solution brings value to the users, and delivering that solution, people all across the project and even outside the project must be involved. The scope needs to be complete, and it needs to be commonly understood by the development team and the business. The scope, on which you intend to spend money for implementation of the software, should have a predetermined set value for when it is delivered. 
With that, you have a chain or a process to which many different people must contribute. As soon as one of the contributors in that chain doesn’t deliver input on time, the whole process gets slowed down. This might cause other people in the chain to have to wait, or on the other hand, give them too many work items at once. 
This principle is about working at a constant pace, which means that everyone should be doing work at a constant pace so that the sum of all work across the whole process is also done at a constant pace. As soon as there is a bottleneck or a peak of high performances that cannot be maintained, variation in pace will occur. With variation comes uncertainty regarding delivery dates and outcomes. Timeline planning gets difficult when the team’s velocity is volatile. 
Another reason this principle is significant is that working at a constant pace enforces a clean and maintainable foundation for the project. In Agile software development, this means that you need a sustainable architecture and a clean design of the software. Accumulating defects over time will also affect pace negatively and will slow velocity over time. Therefore, the principle of continuous attention to technical excellence supports maintaining a constant pace directly. 
Constant pace means predictability, and predictability is what you need in order to work and deliver with reliability. To reach the state of maintaining a constant pace over time requires close attention paid to all involved parties. This is typically only reached after a certain amount of time has passed, meaning after the project setup is in place and people are working with each other in a trustful way. Long-term projects, or at least teams that are working together for periods of upwards of 2 months, can more seamlessly support working at a constant pace. 
The principle of maintaining a constant pace indefinitely supports the Agile Manifesto, though not as obviously as some of the other principles. Nevertheless, it is an essential principle when it comes to planning and predictability, which results in working in a reliable way. 
A common misunderstanding regarding working at a constant pace is to lower the pace just to make it constant. The project should perform at its best capabilities and hold a constant pace at this level. The objective is to work at the fastest pace possible while remaining constant and up to standard in technical excellence. This is required as part of the commitment of showing the true pace instead of a constant pace at the cost of buffers. 
My experience with Agile projects has shown that maintaining a constant pace is not achieved within a short 2-4 weeks. It needs continuous and close attention to technical excellence. Every little technical debt you load on your shoulders will sooner or later come at the cost of pace and slow you down. On the other side, I’ve seen teams performing at a very high pace but without the ability to maintain it over time. This should also be leveled so that the pace is not varying and the project gets completed on a predictable timeline. 
What I’ve also seen very often is that managers are not committed to leading in a way that is in line with Agile software development, but still expect its benefits. That doesn’t work. In order to have a truly Agile project which maintains a constant pace and can profit from the benefits of Agile software development, everyone needs to know what role to take on and how to truly work Agile. 
Reaching the state of maintaining a constant pace means that your project will profit from this principle. All the hard work to achieve constant pace will be rewarded with high quality, valuable software, and user satisfaction. Because, when you are maintaining a constant pace while close attention is paid to technical excellence, you will end up with high quality, working software. It will also show that the project members and stakeholders have collaborated successfully. 
As you have read, constant pace doesn’t mean constant but slow pace, it also does not mean too fast of a pace that cannot be maintained over time. Working at a constant pace should happen at the best abilities of the project. 
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Technical Excellence
Continuous attention to technical excellence and good design enhances Agility. 
The principle of continuous attention to technical excellence and good design directly supports the previous principle of maintaining a constant pace indefinitely. In this chapter, you will read about the background of technical excellence and good design. 
To understand this principle and its intention, you need to look at the effects of technical debt and badly designed software. Technical debt causes solutions to take longer to be implemented because of how the software was designed or written. Technical debt might also require a refactoring of the software before implementing new features. Both cases will waste valuable development time, and could result in the need to add additional time to the estimated implementation time for given features. This takes away from Agility, because with technical debt, you will not be in a position to respond to change in the efficient way that you would have been able to with good design and technical excellence. With technical debt, you can only respond to change by using more effort than planned, not to mention at a slower pace than would have been necessary without that technical debt. 
Everything you have just read about technical debt is also true for badly designed software. Bad design arises if there is a lack of forethought regarding how to implement the software and if no alternatives are discussed prior to implementation. The worst case is that no design session was planned at all and developers just start coding. The feature that developers implement in such cases might work perfectly at the time, but the consequences for the future cannot be foreseen. 
The principle of continuous attention to technical excellence and good design directly supports the principle of responding to change over following a plan. Only with good design and very little or no technical debt will you be capable of responding to change efficiently. 
Impediments to technical excellence occur when teams are gold-plating instead of using the time to evaluate the best solutions. External dependencies of the project, such as in non-Agile departments or interfaces that the software must connect to, might also influence technical excellence and require attention. 
From my experience, technical excellence is a pre- condition of maintaining a constant pace over time. It is also a pre-condition for having working software as the primary measure. When refactoring is necessary, it often happens that software is not functional for a few days as a result of the huge design changes. In this time period, you don’t have your primary measure of progress, working software, and uncertainty rises. Technical excellence and good design can avoid this issue. 
The clear advantage of good design and technical excellence for businesses and users is that it affords them the ability to react to new demand or market changes quickly. This is a true advantage over non- Agile competitors. 
As this principle, once it is in place, can save you a lot of time and costs, it is truly worth paying close attention to its implementation and facilitating design sessions, as well as motivating the team to evaluate alternatives instead of immediately implementing the first solution that comes to their minds. With that, let’s move on to the principle of simplicity, a principle that connects to this one directly. 
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Simplicity
Simplicity--the art of maximizing the amount of work not done--is essential. 
After learning about the importance of technical excellence and good design, you will see how implementing scope in an Agile way can build upon this principle. 
The principle of simplicity is about implementing only the minimum scope that is asked for and nothing else. There shouldn’t be any line of code based on assumption or expected future work, as this is not Agile. Working based off of assumptions always holds the risk of producing waste. This is particularly the case if scope changes quickly due to market demands, for example. Remember that working Agile is about responding to change, so if you implement even a tiny feature that was not requested, you might spend time and resources on something that no one ordered. This is likely a wasteful act: if your assumption or expectation was wrong, this work was done for nothing and doesn’t deliver any value. 
That is what simplicity says: implement only what is requested. Together with the principle of good design and technical excellence, this means you should implement the minimum scope that is asked for, but do it with technical excellence and good design. As such, what you implement should be thought about carefully before implementing it. This is to ensure that the solution you are implementing is well-designed and technically excellent, resulting in high usability, as well as allowing for new features that can be built on top of existing software without refactoring. 
The notion of simplicity sounds basic, but the principle behind it can be a huge change for many people working on a project based on assumptions or expectations. To narrow down implementation to minimum scope will require a certain degree of discipline. 
Simplicity clearly supports the principle of responding to change over following plan, since it is a pre- condition to avoiding waste. Practices that result in the production of waste have to be altered in order to work in a truly Agile way. Doing work that is not required not only produces waste in terms of direct time, effort, and cost, it can even end up hindering future implementation. 
In order to implement the minimal scope possible, requirements need to be crystal clear and shouldn’t leave room for assumptions. Requirements should be described in enough detail so that the people who implement them know exactly what the desired features are and what are not. That is, they understand the scope perfectly. 
One further point to consider is people’s way of working. Many time, a person working on a project who is motivated to satisfy the client tends to add small features, that are expected to be well- perceived by the client, even if the client didn’t directly ask for those things. This costs time and money that the client may have intended to invest on something else. In a worst case scenario, you will have to rework features in order to implement the required ones. 
From my experience, this is one principle that needs active coaching. In projects that I’ve worked on, there were not even a handful of people who respected that principle without having strong Agile experience or having been coached towards it previously. This principle was always a big change in working methods for teams I’ve coached. Though simplicity is a principle that can be hard to implement, once people fully understand its purpose and work in line with it, the team will be much more effective and productive, working Agile. 
With this principle in place, all stakeholders will profit. You will avoid producing waste, features will be delivered as requested, and you will be able to build upon completed work without rework. The principle of simplicity implemented saves time and resources compared to working without it. 
Simplicity and technical excellence make a strong pair. Both principles are essential steps toward Agility. With that in mind, let’s move on to the principle of self-organizing teams. 
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Self - Organizing Teams
The best architectures, requirements, and designs emerge from self-organizing teams. 
With the principle of self-organizing teams, we touch a core concept of Agile software development. This principle assumes that several minds together produce better solutions than an individual. Let’s see how this is achieved. 
Teams consist of individuals with certain skill sets. Some have strengths in a certain area of expertise; others have other strengths. The same applies for weaknesses. With that, you will always have a range of skills in a team. In order to best satisfy the work requirements, architectures, and designs, and in order to find the best solutions concerning sustainability, the team needs to be able to work together properly. The team members must trust each other, and egos don’t have a place in this kind of environment. Open and honest communication is needed in order to achieve the best solutions. 
Finding the best architectures, requirements, and designs emerges from the principle of self-organizing teams, and builds on the creation of projects comprised of motivated people. In such an environment, no individual’s solutions are rated or highlighted. Instead, shared knowledge is of utmost value, and it is necessary to have team members who support this approach. 
Self-organization means that the team (its individuals) are able to work out solutions on their own. There is no leader or architect to rely on. For teams to become self-organizing, it is a process that takes some time, depending on the team members’ experience, team composition, and motivation. The ability to find the best architectures, requirements, and designs strongly supports maintaining a constant pace, welcoming changes, working software, and technical excellence. 
Here again, we see the importance of the principle of individuals and interactions over processes and tools. Self-organizing teams might come up with decisions that require plans to be changed. To have best solutions emerge from a self-organizing team, the team must support responding to change over following a plan. 
One particular impediment to self-organization of teams is assigning lead roles, such as lead developer or test lead. Self-organizing teams find their team structure, expertise, and strengths naturally as the project develops. Instead of thinking about roles, it is more valuable to spend the energy and time to facilitate self-organization. 
Another point to consider is that individuals bring to the team their own experiences from previous projects, such as blame games and heroes looking to save the day, and this usually requires a change of mindset. Changing a person’s way of working and thinking or changing their behaviors is a difficult thing, just because of the way humans work. 
Resistance to change of work practices and resistance to learning can also be an issue. This is usually based on motivational issues that fall under the principle of creating your project around motivated people. As with many Agile principles, this one might also be impeded by external touch points, such as departmental issues, other projects, and so on. Limiting factors related to this principle can hinder teams from implementing the best solution. 
My experience with this principle and self- organization in general has been positive. Once you have self-organizing teams that are able to make their own decisions, you eliminate motivational issues. Teams will develop ways to make decisions within the team, even situations where not everyone agrees on a certain subject. Teams are then able to resolve conflicts themselves. Most importantly, teams will come up with high-quality solutions, which results in valuable, working software. 
As said earlier, self-organization doesn’t come for free. With most teams that I’ve coached, it was a difficult process in order to reach that state. It is well worth investing the effort, but don’t underestimate the process that teams go through in order to become self-organizing. For me, team composition is primarily about mindset more than expert skills. Skills are usually something that people can learn or gain through experience, whereas mindset issues are not as easy to resolve. Of course your team should not lack the necessary skills in a software development project, but mindset is an important factor for Agile work. If your team or project consists of only experts that lack problem-solving skills, you will have trouble reaching solutions and developing working software in the most efficient way. The same is true for having team members with single points of knowledge, also called knowledge silos. 
So, in order to help teams to become self-organizing, focus on facilitating the process. Self-organizing teams implement Agile software development most effectively once they are properly guided. With a self- organizing team that works out the best solutions, the likelihood of going the wrong way or implementing waste which needs rework is a lot lower than when teams consist of members with lead roles to develop solutions on their own that the team has to implement. This means that self-organizing teams, in general and in the context of finding the best solutions, also play an economic factor in your projects. 
With the understanding of the principle of self- organizing teams, what is left to do is inspect and adapt to see if what you’re doing works, and reflect on what could be done better. This is the subject of the next chapter. 
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Reflect And Tune
At regular intervals, the team reflects on how to become more effective, then tunes and adjusts its behavior accordingly. 
In this chapter, we will take a look at the last of the 12 principles. Now that you have learned about all aspects that make up Agile work, it’s time to inspect and adapt, making sure the Agile Manifesto is implemented properly with proper knowledge of how to improve when necessary. 
The principle of reflecting and tuning at regular intervals is about inspecting and adapting. This is the basis of learning with the goal of establishing a method for Agile software development that works and improves or adapts its method or process regularly. All tuning and adjusting takes place within the boundaries of the Agile Manifesto and other rule sets in place for that particular project. This means that not all change that is suggested by the team is possible to implement without violation of the Agile Manifesto. As the Agile Manifesto and its 12 principles do not set many rules, there is enough space for learning, improvement, and adjustment. 
As we have learned that change is everywhere and we cannot avoid it, the same is true for the inspection and adaption of cycles. Every conversation about a piece of work can provide a form of feedback and a kind of inspection. Depending on the feedback, you might then adjust the piece of work or the way you have implemented that piece of work. In Agile software development, inspecting and adapting cycles should be present from code review all the way up to retrospective team meetings. The best architectures and designs emerge from self-organizing teams. What we mean here by „emerge“ is a process with ideas, suggestions, and feedback within the group of participants. There are very short feedback cycles, and feedback finds its way into work items immediately. Tests in general are a classical form of inspection, and found defects will be fixed, which is an adaption. Review meetings with the client are another way of inspecting cycles, and feedback from clients leads to effective adjustments. 
Inspection, and more importantly, adjustments, are possible if you have developed software according to Agile principles, and you are ready to welcome changes. As inspection cycles are broken down to very short timescales, manageable pieces of work will be created. It is much easier to make small adjustments than to change the whole process, which can involve every team member. Team meetings focused on inspection and adjustment are important, and their outcomes will be valuable. In team meetings, individuals can exchange ideas about their work or methods, which can lead to small, useful adjustments and an overall improvement of the project and its members at large. Small improvements are much easier to implement and to verify. 
Inspection and adjustment require a team or project setup to work together for a longer time period, and this principle shows its full power over time. In shorter projects, let’s say less than 2 months, there won’t be enough time to truly fine-tune the team and the software. While it is possible to work with inspection and adaption within short time frames like this, team-building and other initial events would take up most of the time in that period. 
This principle supports the Agile core value of individuals and interaction over processes and tools. It is all about learning how to work together efficiently and adjusting the software development process individually for each team or project. 
Inspection, improvement, and adaption in a group usually needs support by a facilitator. This is someone who is not involved in the inspected topics,  who has a neutral view and supports the team in decision making. Further, someone needs to ensure that the Agile Manifesto and other rule sets that are being used at all times. 
The worst case scenario that could happen to a team is to inspect without a follow-up of the results in a situation where nothing changes, the team then loses trust that the method of Agile software development actually works. This is another reason to have a facilitator on the project. The facilitator’s role, then, is to help the team to inspect, meaning learn how to and what to improve, and to help the team in adapting and implementing improvements. If there is a lack of trust in the project, or a lack of empowerment by management, people won’t speak up about the issues they have. With this, there is no true inspection and adaptions have a higher likelihood of being false, therefore useless. 
As with many other principles, competition within a team, resulting from having representatives of different companies for example, can also hinder proper inspections and adjustments. The same is true for cultural issues on multi-cultural projects. Sometimes, not everyone is communicating the same way, and what is feedback in one culture might be an offense in another culture. In the case that the team doesn’t believe in the Agile Manifesto due to negative past experiences, this can also cause issues in work methods and implementation. From my experience, this issue is hard to solve, and a lot of patience will be required from both the facilitators and management. The only way this issue can be solved is to provide trust to the team and provide them the freedom they need in order to inspect and adapt. Past negative experiences can be an issue in projects, even with people who are experienced with Agile software development in some form. If Agile software development isn’t done properly, it leads to people losing trust in its methods. Once this thought is in place, it is hard to reestablish trust. So, if possible, do Agile software development right from the start. 
What I’ve experienced is that the shorter the learning cycles, the quicker learning and adjustments can take place. This is particularly helpful in the early stages of a project with unexperienced teams or teams new to Agile software development. 
From my point of view, it is not a realistic option that the team work alone without a facilitator. Without a facilitator, the team sooner or later will lose track, since their focus is to deliver quality software. So, they need support in inspecting and adapting the development process. Teams new to the world of Agile software development need someone with good knowledge about its principles and Manifesto, and some experience in working with Agile teams. The servant leadership style is highly recommended for this kind of project. Easy communication must be facilitated at all times. 
Another factor for effective learning and tuning is team size. If the team is too big, it will have too many voices interfering with one another, and too many communication channels to manage. A team size of around 5 members is ideal. Once a fixed team is already running well, it is then possible to add new members to the team and scale up to 7 or 8 team members, which is the maximum number that I have experienced efficient software development with. Larger teams behave like two teams internally, causing difficulty in maintaining a constant pace. If the team knows how to learn and adjust their processes, this will lead to an increase of efficiency and stability. The team performance will stabilize and its members will better understand how to adjust its processes. Good teams will no doubt reach a high level of performance and will be able to maintain it. 
Now you know and understand the 12 Agile principles, and with this last one, you can move forward with the ability to verify with confidence that you have implemented them properly. 
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Summary
Now that you have read and hopefully enjoyed the book, there were probably aspects to think about and to incorporate in your daily work. 
As you have read Agile software development is anything else than chaotic way of working, what I’ve often got as feedback from non-Agile software development people of any role. Agile software development requires a controlled structured way of working and provides the ability to change directions to serve market demands timely. Agile software development isn’t necessarily cheaper or faster than other methods but it produces software of better quality and better maintainability. It produces software that meets users needs and brings value with less risk of negative surprises or project failures. As a benefit that all will happen with motivated people who enjoy working in an Agile environment. 
As mentioned in the beginning of this book, Agile software development doesn’t fit all projects. There are projects that don’t require to work Agile and others that don’t function without the Agile Manifesto. Generally said, smaller (up to 30 people) projects fit best. The bigger the project the more tradeoffs you usually have to make, which results in a loss of Agility like longer feedback cycles or more processes and tools for example. 
As a final statement from my experience the Agile Manifesto and it’s 12 principles are easy to understand but hard to implement. 
Feel free to provide feedback about the book, which can be sent directly to: 
publications@lostconsultants.com. 
 
 
 
OPS/nav.xhtml

  
   Table Of Contents


   
    		
     Copyright
    


    		
     Introduction
    


    		
     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
      


     


    


    		
     Satisfy The Customer
    


    		
     Welcome Changes
    


    		
     Deliver Working Software Frequently
    


    		
     Business People And Developers
    


    		
     Motivated People
    


    		
     Face To Face
    


    		
     Working Software
    


    		
     Constant Pace
    


    		
     Technical Excellence
    


    		
     Simplicity
    


    		
     Self - Organizing Teams
    


    		
     Reflect And Tune
    


    		
     Summary
    


   


  
  
   
    		
     Start
    


   


  
 

OPS/assets/images/cover-image.jpg
The

Agile
Manifesto
Unfold

The Guide To Success With
eeeeeeeeeeeeeeeeeeeeeee





OPS/assets/images/toc-portrait-header.jpg
The Agile Manifesto Unfolds





OPS/assets/images/twitter.png





OPS/assets/images/linkedin.png





OPS/assets/images/facebook.png





OPS/assets/images/reddit.png





OPS/assets/images/google.png





OPS/assets/images/Chapter_Section_Rule_new.jpg





OPS/assets/images/stumbleupon.png





