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“Jim Highsmith is one of a few modern writers who are helping us understand the new nature of work in
the knowledge economy.”

(Z23ZhiR)

—Rob Austin, Assistant Professor, Harvard Business School

“This is the project management book we’ve all been waiting for—the book that effectively combines

Agile methods and rigorous project management. Not only does this book help us make sense of project v
management in this current world of iterative. incremental Agile methods, but it’s an all-around good

read!”

—Lynne Ellen, Senior VP & CIO, DTE Energy

“Finally a book that reconciles the passion of the Agile software movement with the needed disciplines of
project management. Jim’s book has provided a service to all of us.”

—Neville R. Singham, CEO, ThoughtWorks, Inc.

“The world of product decelopment is becoming more dynamic and uncertain. Many managers cope by
reinforcing processes, adding documentation, or further honing costs. This isn’t working. Highsmith
brilliantly guides us into an alternative that fits the times.”
—Preston G. Smith, Principal, New Product Dynamics/
Coauthor, Developing Products in Half the Time

Now, one of the field’s leading experts brings together all the knowledge and resources you need to
use APM in your next project. Jim Highsmith shows why APM should be in every manager’s toolkit,
thoroughly addressing the questions project managers raise about Agile approaches. He systematically
introduces the five-phase APM framework, then presents
specific, proven practices for ev ery project participant. About the Author

Coverage includes:

JIM HIGHSMITH is Director,
Agile Project Management
Practice, and Fellow. Business
Technology Council, at Cutter
Consortium. Highsmith
authored Adaptive Software

¢ Six principles of Agile project management

* How to capitalize on emerging new product development
technologics

* Putting customers at the center of your project, where
they belong

* Creating adaptive teams that respond quickly to changes

in your project’s “ecosystem”

Which projects will benefit from APM—and which won't
APM’s five phases: Envision, Speculate, Explore, Adapt,
Close

APM practices, including the Product Vision Box

and Project Data Sheet

Development, which won the
prestigious Jolt award for
excellence, and Agile Software
Development Ecosystems
(Addison-Weslev). A recognis
leader in the Agile movemen

* Leveraging your PMI skills in Agile environments he coauthored the Agile
Manifesto and cofounded th

Agile Alliance.

* Scaling APM to larger projects and teams
¢ For every project manager, team leader, and team member
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Praise for Jim Highsmith’s
Agile Project Management

“Jim Highsmith is one of a few modern writers who are helping us under-
stand the new nature of work in the knowledge economy. A transition—
from industrial-age thinking to management more suited to reliable
innovation—is well underway. But few people yet understand the implica-
tions of this shift. Agsle Project Management explains what's going on with
startling clarity. Perhaps more importantly, it provides the vital manage-
ment structure and practical advice that will support ongoing innovation in
your company.”

—Rob Austin, Assistant Professor, Harvard Business School

“There is a lot of attention these days being given to whether organizations
are harvesting the maximum benefits from their IT investments. This book
is totally in alignment with that theme and should be a must-read for all
project participants who are passionate about their projects delivering
‘value for money.’

“The one constant in the vast majority of large projects I see in my role
as Project Management Practice Manager for Fujitsu Consulting is change.
Yet, true to the observations that Jim has made in this book, the majority of
these projects have been executed as if change is not the norm and as if the
project initiators were ‘seers’ who could foretell the future with a high
degree of certainty. These projects were run on the basis of traditional proj-
ect management practices, where, simplistically speaking, the project plan
was ‘king,’ and performance was measured and couched in terms of ‘deliv-
ery to plan.’

“In the past 12-18 months, Fujitu Consulting has seen the potential
benefits of adopting more ‘Agile’ approaches in the way we deliver and
manage some of our projects and have encouraged our clients to embrace
an ‘adaptive’ project culture.”

—Karen Chivers, Senior Consulting Director and Profect Management
Practice Manager, Fujitsu Consulting (Aséa Pacific)
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“There is a common set of values that all the Agile methods share, and, in
this book, Jim Highsmith uses those values plus his knowledge of the Agile
methods to present a common framework for Agile project management.
Jim shows us what an Agile approach to project management is about—the
essential insights and experiences—plus he expertly combines tools and
techniques with proven project management value, those of his own and
those from other methods, into this framework.”

+ —]Jeff De Luca, Project Director, Nebulon Pty. Ltd. (Australia)

“Jim’s book, Agile Project Management, addresses one of the key questions
asked when adopting an Agile software development methodology, ‘How
do you manage the project?’ He spends a lot of time on the values and prin-
ciples needed to be successful in a less bureaucratic development environ-
ment. It requires individual discipline and a substantial mindset shift by all
parties. He has done an excellent job of documenting the behaviors that will
create a winning team, no matter what process is being used. I applaud Jim
for creating a book that will help take the Agile movement to a new level.”

—Christine Davis, Visiting Scientist, Carnage Melon University/
former Executive Vice President and General Manager, Raytheon

“Welcome to the second generation of Agile methodologies! Agile Project
Management is an Agile methodology thoughtfully built on the key ideas and

experiences of other AMs. The result is a coherent whole, from principles to

practices. If your job is to deliver serious software, keep this book at hand on
your library, since in the next ten years you will use it too many times!”

—Michele Marchesi, Professor of Software Engineering,

University of Cagliari, Italy

“The world of product development is becoming more dynamic and uncer-
tain. Many managers cope by reinforcing processes, adding documentation,
or further honing costs. This isn’t working. Highsmith brilliantly guides us
into an alternative that fits the times.”
~—Preston G. Smith, Founder and Principal of New Product Dynamics/
Coauthor, Developing Products in Half the Time



“Finally a book that reconciles the passion of the Agile software movement
with the needed disciplines of project management. Jim’s book has provided
aservice to all of us.

“Agile software development is largely a grass-roots movement that
focuses on reliably delivering software products in a dynamic world. To
date, much of the Agile literature has focused on the engineering practices
that support an Agile philosophy, and thus the coverage of project manage-
ment has been limited. In this book, Jim Highsmith addresses project man-
agement in the Agile environment. He doesn’t limit this coverage to simply
making a case for a new style of project management. Rather, Jim also offers
a practical framework and supporting practices that project managers can
use to help software development teams be more productive and reliably
deliver products that add business value.”

—Neville R(oy) Singham, CEQ, ThoughtWorks, Inc.

“Software development is a human activity, although we sometimes try to
deny that fact by wrapping high ceremony processes and tools around our
teams which, if unleashed, can produce some truly amazing things. Jim
knows this all too well from his broad experience in working with a variety
of projects, and that experience shines through in this very pragmatic and
much needed take on Agile project management.”

—Gtady Booch, IBM Fellow

“Agile methods, whether for software development, project management, or
general product development, are the ideal approach for building things
where change is a risk factor. Everywhere? Highsmith clearly shows how
iterative development methods can be successfully applied to project man-
agement generally. It is truly groundbreaking when methods refined in the
software space can actually inform other disciplines.”

—Charles Stack, Founder and CEO, Flashline, Inc.

ix



“This is the project management book we've all been waiting for—the book
that effectively combines Agile methods and rigorous project management.
Not only does this book help us make sense of project management in this
current world of iterative, incremental Agile methods, but it’s an all-around
good read! '

“Many IT organizations have made a mess of Agile methods and com-
ponent development. Organizations that abandoned waterfall methods for
undisciplined software hacking have given Agile methods a bad reputation
in some businesses. A cure for these woes can be found in Jim Highsmith’s
new book. You really can combine the benefits of Agile methods with proj-

ect management disciplines. Jim shows us the way.”
—Lynne Ellen, Senior VP & CIO, DTE Energy

“Jim Highsmith’s Agdle Project Management is a refreshing change in the
flow of project management books being published today. The book com-
bines project management theory and practice cast in common-sense terms
in a manner valuable to both the student and user. The author’s recasting
and renaming of the phases of a project life cycle adds an approach likely to
be emulated in the future literature in this discipline.

“His treatment of the general principles to be followed in the Agile Revo-
lution for new product development provides a model of behavior valuable to
the enlightened scholar and practitioner of the project management process.”

—Dr. David I. Cleland, Professor Emeritus, Industrial Engineering
Department, School of Engineering, University of Pittshurgh

“Product development in the 215t century must move from the world of struc-
ture and compliance to one of agility and rapid learning. As a result, project
management must change from the administration of tasks to the flexible bal-
ancing of possibilities against constraints—‘managing on the edge of chaos,’ as
the author puts it. This book explains the process of doing just that and should
be the foundation for change—readable, full of logic, and a sound process.”

—DMichael Kennedy, President, Product Development Solutions/
Author, Product Development for the Lean Enterprise



“This is a wonderful and highly practical book. Within hours of putting it
down I was putting some of its advice into practice. It’s a highly thought-
provoking book that argues, for instance, that agility is more attitude than
process and more environment than methodology. Because of the complex-
ity of today’s software projects, one new product development project can
rarely be viewed as a repeat of a prior project. This makes Highsmith's
advice to favor a reliable process over a repeatable one particularly timely
and important.”

—Mike Cobn, President, Mountain Goat Software/
Author, User Stories Applied: For Agile Software Development

“Jim’s book removes the mystery around Agile project management and its
associated techniques while providing a framework of discipline that can
be easily applied to any high-tech development and is not limited to soft-
ware development.”

—Ken Delcol, Director, Product Development, MDS SCIEX

“Iterations are clearly the best way to create the innovative products that cus-
tomers want to buy. Agsle Project Management contains a wealth of ideas and
insights about how to make a flexible product development process work.”

—Michael A. Cusumano, Professor, MIT Sloan School of
Management/Author, The Business of Software

“Practical and provocative advice allows the reader to examine Agile project
management in unusual depth, which is what sets this book apart. Jim opens
the gateway to the clockworks of Agile project management and does it
using a great storyline that takes you all the way through the journey. A
must-have for any leadership collection.”

~—Wes Balakian, PMP, Chairman and Executive Advisor,
PMI eBusiness SIG/President TSI

xi
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“Agile Project Management is the first book to successfully bring together
the theory of complex adaptive systems and the practice of project manage-
ment in a usable, ‘how-to’ format. The book offers a range of concrete sug-
gestions including, my favorite, how to develop a product vision statement
by creating a prototype of the final package. Agile project management also
helps the project manager with issues of scalability through offering specific
suggestions on tailoting the APM approach and by devoting an entire chap-
ter to managing the large team. If you're looking for practical suggestions on
how to deliver the best product you can given the normal constraints of time
and budget, then APM is one book you absolutely want to have on your
book shelf.”

—Donna Fitzgerald, Partner, Knowth Consulting/former Project
Director for Project Management Software, Oracle

“In this landmark book, Jim Highsmith catapults project management into
the 21st century. The book’s a goldmine of the essential principles and prac-
tices you need to succeed in delivering innovation and business value on any
new product venture.”

—Doug DeCarlo, Principal, The Doug DeCarlo Group

“Jim Highsmith has done a great service in this book by providing an easy-
to-read and valuable reference for project managers who want to foster
greater agility through a common-sense set of practices.”

—Kevin Tate, Chief Product Architect, Alias



Preface

When the Manifesto for Agile Software Development (www.agilealliance.org)
.was written in spring 2001, it launched a movement—a movement that has
raced through the software development community; generated controversy
and debate; connected with related movements in manufacturing, construc-
tion, and aerospace; and been extended into project management.

The essence of this movement, whether in new product development,
new service offerings, software applications, or project management, rests
on two foundational goals: delivering innovative products to customers
(particularly in highly uncertain situations) and creating working environ-
ments in which people look forward to coming to work each day.

Innovation continues to drive economic success for countries, indus-
tries, and individual companies. While the rates of innovation in informa-
tion technology in the last decade may have declined from prodigious to
merely lofty, innovation in areas such as biotechnology and nanotechnology
is picking up any slack.

New technologies such as combinatorial chemistry and sophisticated
computer simulation are fundamentally altering the innovation process itself.
When these technologies are applied to the innovation process, the cost of
iteration can be driven down dramatically, enabling exploratory and experi-
mental processes to be both more effective and less costly than serial, specifi-
cation-based processes. When it takes a pharmaceutical company months to
develop a chemical compound and test it, errors are costly and careful labo-
ratory design becomes the norm. When combinatorial chemistry can create
hundreds, if not thousands, of compounds in a day and sophisticated instru-
ments can test them in a few more days, careful specification and design can
be less effective and more costly than careful experimentation. This same
dynamic is at work in the automotive, integrated circuit, software, and phar-
maceutical industries. It will soon be at work in your industry.

But taking advantage of these new innovation technologies has proved
tricky. When exploration processes replace prescriptive processes, people
have to change. For the chemist who now manages the experimental com-
pounding process rather than designing compounds himself, and the manager
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who has to deal with hundreds of experiments rather than a detailed, pre-
scriptive plan, new project management and organizational processes are
required. Even when these technologies and processes are lower cost and
higher performance than their predecessors, the transformation often
proves difficult.

Experimentation matters, as the title of Harvard Business School pro-
fessor Stefan Thomke’s recent book exclaims (Thomke 2003), but many
project managers are still mired in a prescriptive, conformance-to-plan men-
tality that eschews that very experimentation.

Project management, at least that sector of project management dealing
with new product development, needs to be transformed, but to what? It
needs to be transformed to move faster, be more flexible, and be aggres-
sively customer responsive. Agile Project Management (APM) and agile
product development answer this transformational need. APM brings
together a set of principles and practices that enables project managers to
catch up with the realities of modern product development.

The target audience for this book is project managers, those hearty indi-
viduals who shepherd teams through the exciting but often messy process of
turning visions into products—be they cell phones or medical electronic
instruments. APM rejects the view of project managers as functionaries who
merely comply with the bureaucratic demands of schedules and budgets
and replaces it with one in which they are intimately involved in helping
teams deliver products. Agile project managers focus on products and peo-
ple, not paperwork. .

There are four broad topics covered in Agsle Project Management: oppo-
tunity, principles, framework, and practices. The opportunity lies in creating
innovative products and services—things that are new, different, and creative.
These are products that can’t be defined completely in the beginning but
evolve over time through experimentation, exploration, and adaptation.

The principles of APM revolve around creating both adaptive products
that are easy and less expensive to change and adaptive project teams that can
respond rapidly to changes in their project’s ecosystem. The framework is a set
of high-level processes, or phases—Envision, Speculate, Explore, Adapt, and
Close—that support exploration and experimentation and deliver results reli-
ably, even in the face of constant change, uncertainty, and ambiguity. Finally,



the practices—from developing a product vision box to getting the right peo-
ple—provide actionable ways in which project teams can deliver results.

At its core, APM focuses on customers, products, and people—deliver-
ing value to customers, building adaptable products, and engaging talented
people in collaborative work.

Jim Highsmith
January 2004
Flagstaff, Arizona
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Introduction

Agile Project Management contains four focal points: the agile revolution
and its impact on new product development; the values and principles that
drive agile project management; a process framework; and the specific prac-
tices that embody the principles and deliver results.

Chapter 1, The Agile Revolution, introduces changes that are occurring
in product development—from cell phones to software—and how these
changes are driving down the cost of experimentation and fundamentally
altering how new product development should be managed. The chapter
outlines the business objectives of APM and how organizations need to
adapt to operating in a chaotic world.

Chapters 2 and 3 describe the values and principles that actuate APM.
The values were first articulated in the Manifesto for Agile Software Develop-
ment, and the principles are derived from the Manifesto, but they are
adapted from a development to a project management perspective. Chapter
2 covers the principles related to customers and products, while Chapter 3
covers principles related to leadership and management. Chapter 2 will also
introduce you to Herman and Maya, project managers from different com-
panies and different cultures, who will explore through a series of chapter
opening dialogues some of the principles and practices of APM.

Chapters 4-8 cover the APM process framework and individual prac-
tices. Chapter 4 describes the phases in the process framework—Envision,
Speculate, Explore, Adapt, and Close—and Chapters 5-8 identify and
describe practices in each of the phases.

Chapter 9, Building Large Adaptive Teams, examines how agile princi-
ples are used, together with additional practices, to scale APM to larger
projects and larger teams.

Chapter 10, Reliable Innovation, underscores how APM helps address
the changing nature of new product development, summarizes the role of



