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Praise for Learning Agile

Another amazing book by the team of Andrew and Jennifer. Their writing style is
engaging, their mastery of all things agile is paramount, and their content is not only
comprehensive, it's wonderfully actionable.

—Grady Booch
IBM Fellow

The biggest obstacle to overcome in building a high-performance agile team is not
learning how, but learning why. Helping teams discover the why is the key to unlock their
potential for greater commitment and more creative collaboration. With a focus on values
and principles Andrew and Jennifer have provided an outstanding tool to help you and
your team discover the why. I can’t wait to share it.

—Todd Webb
Technical Product Leader at a global e-commerce company

While I was already sold on agile, what I learned from Learning Agile will help my efforts
to sell agile across my organization. This book provides more than “just” an engaging way
to gain a deep understanding of agile’s principles and practices. The easily relatable stories
will help make agile compelling to members across your team, so you can begin reaping
its rewards.

—Mark Denovich
Senior Business Consultant and Head of US development, Centriq Group

An excellent guide for any team member looking to deepen their understanding of agile.
Stellman and Greene cover agile values and practices with an extremely clear and
engaging writing style. The humor, examples, and clever metaphors offer a refreshing
delivery. But where the book really shines is how it pinpoints frequent problems with agile
teams, and offers practical advice on how to move forward to achieve deeper results.

—Matthew Dundas
CTO, Katori



As an engineer, I always thought the problems that Agile practices help to solve are a
direct hit for the industry. As it turns out, becoming Agile is hard; it'’s more than just the
practices. A piecemeal approach to Agile gives, as the the authors call it, “better-than-not-
doing-it” results. If you are just getting started, or Agile is only “better-than-not-doing-it”,
Andrew and Jennifer have a lot of practical advice on how to read between the lines of the
Agile Manifesto and really become Agile.

—James W Grenning
Founder of Wingman Software and co-author of the Agile Manifesto

Andrew Stellman and Jennifer Greene have done an impressive job putting together a
comprehensive, practical resource that is easily accessible for anyone who is trying to ‘get’
Agile. They cover a lot of ground in Learning Agile, and have taken great care to go
beyond simply detailing the behaviors most should expect of Agile teams. In exploring
different elements of Agile, the authors present not just the standard practices and desired
results, but also common misconceptions, and the positive and negative results they may
bring. The authors also explore how specific practices and behaviors might impact
individuals in different roles. This book is a great resource for new and experienced Agile
practitioners alike.

—Dave Prior PMP CST PMI-ACP
Agile Consultant and Trainer

If you want to learn about any of the specific approaches to agile, you need to read the
specific relevant books. That means you know what you want to do in advance. Not very
agile of you, is it? What Andrew and Jenny have done is create an approachable, relatable,
understandable compendium of what agile is. You don’t have to decide in advance what
your agile approach is. You can read about all of them, and then decide. On your way, you
can learn the system of agile and how it works.

—Johanna Rothman
Author and Consultant, www.jrothman.com

The culture of a software development team often has a greater impact than their
expertise or tools do on the success of their project. Stellman and Greene’s advice on how
to transform an assortment of fragmented individual perspectives into a collaborative unit
with shared values and practices should help any software manager regardless of the
organization’s official methodology. Their comparison of Scrum, XP, Lean, and Kanban
techniques analyze the many ways in which Agile principles can be applied. The
entertaining case studies illustrate the human dilemmas—and the rewards—of learning to
become Agile.

—Patricia Ensworth
President, Harborlight Management Services LLC



Learning Agile is thorough, approachable, practical, and interesting. The values,
principles, and methodologies explained in this book are thought-provoking and
illuminating, and I look forward to applying them to my team’s work.

—Sam Kass
Software architect and tech lead in the financial sector

Andrew Stellman and Jennifer Greene have been there, seen that, bought the T-Shirt, and
now written the book! This is a truly fantastic introduction to the major Agile
methodologies for software professionals of all levels and disciplines. It will help you
understand the common pitfalls faced by development teams, and learn how to

avoid them.

~

—Adam Reeve
Engineer and team lead at a major social networking site
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Foreword

It seems that people always need something to debate. Was Van Halen better with
David Lee Roth or Sammy Hagar? Pepsi or Coke? Lennon or McCartney? Cats or
dogs? One such debate in the early days of agile was principles versus practices. Early
agilists agreed on a set of principles enshrined in the Agile Manifesto, and many prac-
tices were shared across multiple agile approaches. However, there was fierce debate
about whether a team should start by understanding the principles of agile software
development or whether they should begin by performing the practices even before
developing a deep understanding of why.

Proponents of starting with practices took a wax-on/wax-off view of the world. If a
team were to act agile, they would be agile. By going through the motions of being
agile—pair programming, automating tests and builds, using iterations, working
closely with a key stakeholder, and so on—a team would gradually develop an under-
standing of the principles of agile.

Proponents of starting with principles, on the other hand, contended that practices
without principles were hollow. Going through the motions without understanding
why did not lead to agility. Agility was (and still is) a focus on continuous improve-
ment. The argument went that a team could not improve continuously if they didn’t
understand why they were doing the things they were doing.

In Learning Agile, Andrew Stellman and Jennifer Greene do the best job I've encoun-
tered of stressing the principles of agile without de-emphasizing its practices. They
point out that following practices without knowing why is likely to lead only to what
they call a “better-than-not-doing-it” level of success. That is, implementing practices
alone is helpful, but it falls far short of the true promise of what becoming agile can
truly deliver.

I first met Andrew and Jennifer six years ago when they interviewed me for their
Beautiful Teams book. Although that book does not include agile in its title, in many
ways the book was about agile. A team that has embraced the principles of agile, mas-
tered the practices it needs, and discarded practices it found unnecessary is truly a

xiii



beautiful team. In Learning Agile, Andrew and Jennifer focus their discussion on agile
by concentrating on today’s three most common agile methods—Scrum, Extreme
Programming, and Kanban. You'll see how their shared principles have led to differ-
ent practices within each approach. For example, if you've wondered why Scrum
requires end-of-sprint retrospectives but Extreme Programming does not, you'll find
the answer here.

In joining Andrew and Jennifer through their exploration of Scrum, Extreme Pro-
gramming, Lean, and Kanban, you’ll read lots of stories. This makes sense—after all,
a common practice for many agile teams is telling user stories to describe what a sys-
tem’s users want. You'll meet teams struggling to build the right functionality, taking
too long to deliver last year’s requirements, mistaking agile for just another form of
command-and-control management, being whipsawed by change rather than
embracing it, and more. More importantly, you'll read how those teams overcame
those problems and how you can, too.

Learning Agile puts an end, once and for all, to the question of which should come
first, practices or principles. Its engaging stories and discussions illustrate the simple
truth that in agile there can be no separation between principles and practices. In
these pages, you'll gain a deeper understanding of how to get started (or get back on
track) on your journey to becoming a genuinely beautiful team.

Mike Cohn
Author, Succeeding with Agile
Boulder, Colorado
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CHAPTER1
Learning Agile

The most important attitude that can be formed is that of desire to go on learning.
—John Dewey, Experience and Education

It’s an exciting time to be agile! For the first time, our industry has found a real, sus-
tainable way to solve problems that generations of software development teams have
been struggling with. Here are just a few of the solutions that agile promises:

« Agile projects come in on time, which is great for teams that have struggled with
projects delivered very late and far over budget.

« Agile projects deliver high-quality software, which is a big change for teams that
have been bogged down by buggy, inefficient software.

« Code built by agile teams is well constructed and highly maintainable, which
should be a relief to teams accustomed to maintaining convoluted and tangled
spaghetti code.

« Agile teams make their users happy, which is a huge change from software that
fails to deliver value to the users.

« Best of all, developers on an effective agile team find themselves working normal
hours, and are able to spend their nights and weekends with their friends and
families—possibly for the first time in their careers.

Agile is popular because many teams that have “gone agile” report great results: they
build better software, work together better, satisfy their users, and do it all while hav-
ing a much more relaxed and enjoyable working environment. Some agile teams
seem to have finally made headway in fixing problems that have vexed software teams
for decades. So how do great teams use agile to build better software? More specifi-
cally, how can you use agile to get results like this?




In this book, you will learn about the two most popular agile methodologies, Scrum
and Extreme Programming (XP). You’ll also learn about Lean and Kanban, and how
they help you understand the way you build software today and help you evolve to a
better state tomorrow. You'll learn that while these four agile schools of thought focus
on different areas of software development, they all have one important thing in com-
mon: they focus on changing your team’s mindset.

It's that mindset shift that takes a team from superficially adding a few token agile
practices to one that has genuinely improved the way it builds software. The goal of
this book is to help you learn both sides of agile: the practices that make up the day-
to-day work, and the values and principles that help you and your team fundamen-
tally change the way that you think about building software.

What Is Agile?

Agile is a set of methods and methodologies that help your team to think more
effectively, work more efficiently, and make better decisions.

These methods and methodologies address all of the areas of traditional software
engineering, including project management, software design and architecture, and
process improvement. Each of those methods and methodologies consists of practi-
ces that are streamlined and optimized to make them as easy as possible to adopt.

Agile is also a mindset, because the right mindset can make a big difference in how
effectively a team uses the practices. This mindset helps people on a team share infor-
mation with one another, so that they can make important project decisions together
—instead of having a manager who makes all of those decisions alone. An agile
mindset is about opening up planning, design, and process improvement to the entire
team. An agile team uses practices in a way where everyone shares the same informa-
tion, and each person on the team has a say in how the practices are applied.

The reality of agile for many teams that have not had as much success is quite differ-
ent from its promise, and the key to that difference is often the mindset the team
brings to each project. The majority of companies that build software have experi-
mented with agile, and while many of them have found success, some teams have got-
ten less-than-stellar results. They've achieved some improvement in how they run
their projects—enough to make the effort to adopt agile worth it—but they haven’t
seen the substantial changes that they feel agile promised them. This is what that
mindset shift is all about; “going agile” means helping the team find an effective
mindset.

But what does “mindset shift” really mean? If you're on a software team, then what
you do every day is plan, design, build, and ship software. What does “mindset” have
to do with that? As it turns out, the practices you use to do your everyday work
depend a lot on the attitude that you and your teammates have toward them.
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