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A little about

Rowan Bunning
• Background in object oriented & web dev. with
vendors, enterprise product development, start-ups
& consultancies
• Introduced to Agile via eXtreme
Programming in 2001 as: “the way good
Smalltalkers develop software”
• Introduced Scrum organisation-wide in 2003-4
• Agile Coach and ScrumMaster at a leading
agile consultancy in the U.K.
• Have trained approx. 3,000 people in Scrum & Agile
Certified ScrumMaster®
Certified Scrum Product Owner®
Effective User Stories, Agile Estimating and Planning etc.
• Agile Coach in Australia since late 2008
• Organiser of Regional Scrum Gatherings® in Australia

•
•
•

Goals for this workshop
• Increased familiarity with important Scrum, Agile
and Lean principles
• Improved fluency with using principles to guide
improvement actions
• Increased aptitude for differentiating more Scrumaligned options from less Scrum-aligned options
• Increased awareness of the trade-offs being
made in particular implementation choices

Workshop agenda
•

Outline of the workshop process

•

Round 1: Step-by-step through a first scenario

•

Round 2: Other scenarios at your own pace

Application of
Principles and Sources

Thinking tools
When you find yourself puzzled about how to proceed, use
the following thinking tools to help you find a way forward:

•
•
•
•
•
•

The Agile Values and Principles
The Scrum Values
Scrum Principles
Scrum implementation patterns
Lean Product Development Principles
Systems Thinking
Then: Inspect & Adapt
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Origins of Scrum and Scrum principles
Lean
Iterative, Incremental
Development
Time-boxes

The New, New Product
Development Game

Smalltalk
Development Tools

Scrum
Source: Ken Schwaber.

Sources of additional principles behind Scrum

Empirical Process Control theory
- Babatunde A. Ogunnaike

Complexity and Management
- Prof. Ralph D. Stacey

Team Leadership
- Prof. J. Richard Hackman (R.I.P.)

High Perf Software Dev research
- AT&T Bell Labs, Jim Coplien

Scrum

Principles in play
Team Principles
Stable team
Self-managing team
Feature team
Team collaboration
Multi-functional learning

Uncertainty Management
Principles
Outcome driven
Customer collaboration
Amplify learning
Empirical Process Control
Incremental development
Iterative development

Value Stream Principles
Optimise flow of value
Customer centricity
Value-based planning
Minimise non-value adding variability
Avoid overburden
Limit WIP
Pull planning
Stop and fix

Principles to Practice workshop Instructions
Step 1. Set the scenario
Select the scenario. Have someone read it to the table. Place it on the far left-hand side.

Step 2. Identify change options
Do a lightening brain dump of all the possible changes that could be made to resolve the issues
described in the scenario. Call out the idea as you think of it and write it down on a separate
sticky note. Try to not just stop at the most obvious options but challenge yourself to think of
radical options that may be adventurous or highly challenging. Do not debate or filter ideas at
this time. If in doubt, write it out!

Step 3. Select related principles
Look through the Principles. Select those that your group believes are related to the Scenario.
These Principles may be related in that the Scenario is an example of poor alignment with the
selected Principles. Place the related Principles in a cluster down the table on the far right-hand
side of the workspace. Ensure that at least the titles of all selected Principles are visible.
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Step 4. Arrange change options by alignment with principles
Imagine a gradient of alignment with the principles from the left (next to the Problem Statement)
being poorly aligned to the right (next to the cluster of Principles) being well aligned.

Step 5. Identify a ‘quick win’ and the ‘ultimate solution’
Which of the options do you expect to be a relatively quick change yet still yielding some
improved alignment with the selected principle(s)? Label this ‘Quick win’ with a small sticky
note.
Which of the option or options (as a combined set) do you expect to be the most complete and
lasting solution? Label this ‘Best Option’ with a small sticky note.

With any remaining time, discuss how you would go about initiating such changes.
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Team principle

Stable team
over ad-hoc resourcing

What is it?
A team whose membership does not change for a substantial period of time.
Also a bounded team with a clear understanding of who is on the team. Those on the team
share responsibility and accountability for the collective outcome.

“To work well together, team members need to know who they are. Members are
sure to run into difficulties if there is so much ambiguity about who is actually on
the team that they cannot reliably distinguish between the people who share
responsibility and accountability for the collective outcome and others who may
help in various ways but are not team members.”
[Hackman 2002]

Motivation
It takes a significant period of time for a team’s potential performance impact to be realised.
Teams with stable membership tend to get to know their capacity which makes it possible to
have better predictability through capability assessment.

“Teams with stable membership perform better than those that constantly have to
deal with the arrival of new members and the departure of old ones.”
[Hackman 2002]
Therefore…
Keep team membership stable for a substantial period of time (many months-years). If
membership much change then only change it a little at a time.
Rather than slicing up 'resources' (people) to fit the work…
…slice up the work to feed stable teams.

Primary family: Scrum
[Hackman 2002] Leading Teams: Setting the Stage for Great Performances Hardcover, by J. Richard Hackman, Harvard
Business Review Press, 2002. Copyright (c) 1986 by the American Psychological Association.
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Team principle

Multi-functional learning
over single-function specialisation
What is it?
A team with members that accumulate secondary and tertiary skills in functions other than those
that they are most deeply specialisation in.

Motivation
Cross-Functional teams require a mix of skills that is a good fit to the skills required to carry out
the work they engage in. There may be gaps in skills held vs skills required. There is likely to be
variability in the workload required vs the team’s skills profile of deep specialists alone.
Therefore…
Encourage team members to learn skills outside of their core specialisation

“Experts are encouraged to accumulate experience in areas other than their own.”
[Takeuchi 1986]
As a consequence of multi-functional learning, team members are likely to grow a T-shaped
skills profile whereby their skills extend to a broader set of areas other than the ones that they
are most deeply specialised in.

Particularly useful when…
Availability of necessary skills become a bottleneck to the flow of value
Primary family: Scrum
[Takeuchi 1986] Hirotaka T., & Ikujiro N., The New New Product Development Game, Harvard Business Review, JanuaryFebruary 1986.
Image credit: bimandintegrateddesign.com
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Team principle

Self-managing team
over manager-led working group
What is it?
A team whose members have responsibility for not only executing the team task but also for
monitoring and managing their own performance.
From outside of the team, the team is viewed as a unit that comes as a whole (or not at all).
Only the team decides who within the team works toward a given goal or item.

working group

Particularly useful when…
improved ownership/commitment would help
improved performance is valued

Implementation suggestions
•
•

Management clearly delegates responsibility for monitoring and managing work process and
progress to the team
There is coaching support (e.g. from a ScrumMaster) to assist the team to become proficient
with monitoring and management work process and progress

Primary family: Scrum
[Hackman 2002] Leading Teams: Setting the Stage for Great Performances Hardcover, by J. Richard Hackman, Harvard
Business Review Press, 2002. Copyright (c) 1986 by the American Psychological Association.
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Team principle

Feature team
over component team
What is it?
A team that works on complete user-centric features, across all necessary components and
disciplines to deliver such features independent of people outside the team.

Motivation
By contrast, teams that focus on a subset of the components or capabilities required to deliver a
user-centric feature are called component teams. Orchestrating the delivery of a customercentric feature with component teams requires co-ordination at planing time. Dependencies
between component teams mean that cycle time is often multi-Sprint.

Therefore…
Form feature teams that learn the skills necessary to complete user-centric features within the
team. Leverage the practice of Continuous Integration to manage dependencies as integration
time.
www.craiglarman.com
www.odd-e.com
Copyright © 2010
C.Larman & B. Vodde
All rights reserved.

Product
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tasks for A
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Item 4
…

tasks for A
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…

Particularly useful when:
dependencies on people/groups outside the team are frequently encountered to deliver an
item of value
a short cycle time is desirable
Primary family: Scrum
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Value Stream principle

Optimise flow of value
over departmental efficiency
What is it?
The smooth, steady movement of work through the development process to ensure that good
economic value is delivered. [Rubin 2013]

“Watch the Baton, Not the Runner”
Motivation
It is typical that organisations structured around departments and functions are inadvertently
sub-optimising value to the customer.
Actively managing value (to the end customer, users and other stakeholders) as the primary
variable. This generally means that features (scope) is flexible. Cost and schedule may or may
not be fixed. If cost is not fixed then value maximisation…
is in contrast with fixing scope (value) and managing costs to deliver a fixed value.

“Our highest priority is to satisfy the customer through early and continuous
delivery of valuable software.”
- Manifesto for Agile Software Development (2001)
Involves eliminating unevenness (“mura”) through the system. These can often be seen as
queues and non-value adding variability.

Primary family: Agile
[Cohn 2009] Cohn, M. Succeeding with Agile: Software Development Using Scrum. Addison-Wesley Professional, 2009.

Creative Commons Attribution 4.0 International license.

Rowan Bunning, CST - scrumwithstyle.com

Value Stream principle

Customer centricity
over internal stakeholder centricity
What is it?
An organisation that optimises around satisfying, or even better delighting, the end customer to
which the organisation’s products and services are provided over and above satisfying internal
stakeholders.
“Focus everyone on improving customer outcomes, not on hierarchical relationships.” [Larman
2009]

Motivation
As organisations scale-up, the quantity of proxy concerns such as budgets, departmental
efficiency, internal targets etc. increase as does the quantity of internal stakeholders.
It is increasingly recognised that the most successful companies in the creative economy are
those that optimise around learning how to delight the customer and that to do that, all eyes
(including those of internal stakeholders) must be on the prize of delighting the end customer.

Particularly useful when…
End customer behaviour in response to product and feature offerings is uncertain.
Predictions by internal stakeholders as to what external customers want are often partially
inaccurate.
The level of Bureaucracy is impeding understanding of and effective delivery of value to the
end customer.
Primary family: Lean
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Value Stream principle

Value-based planning
over activity-based planning
What is it?
Conducting overall planning in such a way that it orchestrates the delivery of pieces of value (to
customers, users and other stakeholders) rather than activities.

“Planning - especially an ongoing iterative approach to planning - is a quest for
value.” [Cohn 2009]
Motivation
“The first problem with activity-based planning is that customers get no value from
the completion of activities. Features are the unit of customer value. Planning
should, therefore, be at the level of features, not activities.” [Cohn 2009]
Primary family: Agile
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Uncertainty Management principle

Customer collaboration
over contract negotiation
and ‘contract game’ based governance
What is it?
Ongoing collaboration with the (internal) customer such that they can make well-informed tradeoff decisions to maximise value for money. This contrasts with the business using a contract
agreement to shift responsibility to a development team based having signed them up to this
release/project timing and scope contract it at a time of relatively high uncertainty.

“Customer collaboration over contract negotiation”
- agilemanifesto.org

Motivation
Summary of ‘The Contract Game’
Internal contracts often focus on locking down the scope and dates early in a project or release
cycle when the information needed to do so is particularly limited and of poor quality. Once the
business succeeds in getting the development organisation to agree to as ambitious a scope
and date as can be negotiated, the responsibility to deliver is shifted from the business to the
development group to fulfil that contract. The business then loses visibility, control and the ability
to make well informed trade-off decisions to avoid waste and maximise the value for money
given the improved information that emerges through iterative incremental development. This
relationship between the Business and I.T. can be described as a transactional competitive
game rather than a co-operative game. It has been described as ‘the Contract Game’.
The Agile value of Customer Collaboration over Contract Negotiation does not only relate to
contracts with external parties but to such internal contract-based relationships as well.

Implementation suggestions
1. Eliminate the Contract Game by having a sufficiently empowered business person play the
Product Owner role and steering development directly. Ideally this is the primary business
stakeholder with the opportunity / demand problem.
2. Respect for the Product Owner authorities by higher management and other stakeholders

Primary family: Agile
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Team principle

Team collaboration
over handoffs
What is it?
People working with others to do a task and to achieve shared goals. It is a recursive process
where two or more people work together to realise shared goals. This is more than the
intersection of common goals seen in co-operative ventures, but a deep, collective
determination to reach an identical objective. (Wikipedia)
Collaboration requires that the decision-making process (e.g. about a design) is interleaved
such that all of the people collaborating have the opportunity to have input to the decisions
made.
Two types of collaboration are:
•
•

Synchronous: where everyone interacts in real time in a face-to-face workshop or in online
meetings.
Asynchronous: where the interaction can be time-shifted, as when making successive
contributions to a wiki.

Motivation
‘Waterfall’-based processes have have habituated organisations to only allow specialists in a
particularly activity to contribute to decisions made in respect to that activity. This effectively cuts
out other potential contributors in the team from being able to contribute e.g. when programming
specialists are not involved in solution definition activities or test specialists are not involved in
requirement definition. This has numerous downsides including the risk of missing better valuefor-money solutions or testable requirements.

Primary family: Agile
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Value Stream principle

Minimise non-value adding
variability
over manage variability
What is it?
Minimisation of non-value adding variability that has a negative impact on the overall product
development economics. Sources of such variability include:
Varying team size
Varying team composition
Varying iteration lengths
Varying sizes of feature batches
Varying sizes of a feature
Varying delivery times
Defects
Interruption to handle hot defects
Irregular arrival of requests

“We cannot add value without adding variability, but we can add variability without
adding value.”
- Don Reinertsen, The Principles of Product Development Flow

What is it not?
❌
❌
❌
❌
❌

Variability management by a (Project) Manager
Disbanding teams at the end of projects
Ad-hoc resourcing to shift specialists between teams
Building buffers into schedules
Six-sigma style programs to reduce variability

Particularly useful when:
improved visibility would help
improved predictability would help
process improvement would help

Implementation suggestions:
•
•
•
•
•
•

Stable team
Consistent Sprint lengths
Keep a small queue of Ready (clear, fine-grained, similar-sized) backlog items
Reduce defect frequency, e.g. by acting on learnings from defects
Triage hot defects
Hold regular Backlog Refinement workshop to reduced variability in arrival rate

Primary family: Lean
[Larman 2008] Larman, C. & Vodde, B. Scaling Lean & Agile Development: Thinking and Organizational Tools for Large-Scale
Scrum. Addison-Wesley Professional, 2008.
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Uncertainty Management principle

Amplify learning
over short-term execution efficiency
What is it?
Creating an environment conducive to learning and other types of value-adding variability.
Examples of value-adding variability:
End customer and market insights
Timely stakeholder feedback
Cross-functional learning
Diversity of ideas
Market research
Technology research
Adoption of more advanced technologies
Experimentation
Creativity
Innovation
Learning may relate to:
•
•
•

learning about the formulation of the product to developer,
learning about how to develop it, and
learning about how to go about the work.

This may involve:
•
•
•
•
•

creating learning cycles,
shortening feedback loops,
incorporating ‘slack’ / time for learning,
allowing the solution to emerge, and
set-based design (exploring multiple options simultaneously).

In Product Development, “you always have to change the recipe to add value.”
- Don Reinertsen

Primary family: Lean
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Uncertainty Management principle

Outcome Driven
over output driven
What is it?
The desired business outcome, rather than the product or other work output that may be a
means to achieving it.
“If a product milestone or project succeeds in delivering the expected business goal, it is a
success from a business perspective, even if the delivered scope ends up being different from
what was originally envisaged.” [Adzic 2012]

$"#

over

Implications:
•
•

Produce the minimum output to produce the desired outcome.
Choice of features and their timing are to be optimised to produce the desired outcome.

Primary family: Agile
[Adzic 2012] Gojko Adzic, Impact Mapping: Making a big impact with software product and projects, Provoking Thoughts, 2012.
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Uncertainty Management principle

Empirical Process Control
over defined process control
What is it?
An adaptive way of controlling a process through frequent inspection and adaptation of a
situation that is transparent to those inspecting it.

Inspection

Transparency

Adaptation

(Empirical) “Process identification involves constructing a process model strictly
from experimentally obtained input/output data, with not recourse to any laws
concerning the fundamental nature and properties of the system.”
- [Babatunde 1994]

Particularly useful when…
When encountering unknown unknowns (a complex domain).
When the end-to-end process cannot be sufficiently defined upfront so as to reliably produce
the desired result by managing conformance to a defined prediction.
“It is typical to adopt the defined (theoretical) modelling approach when the underlying
mechanisms by which a process operates are reasonably well understood. When the process is
too complicated for the defined approach, the empirical approach is the appropriate choice.”
- [Babatunde 1994]
Primary family: Scrum
[Babatunde 1994] Babatunde A. Ogunnaike W., Harmon Ray, Process Dynamics, Modeling and Control (1994).
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Uncertainty Management principle

Incremental development
over monolithic development / big-bang delivery
What is it?
1. Development based on the principle of developing some before developing all.
2. A staging strategy in which parts of the product are developed and delivered to users at
different times, with the intention to adapt to external feedback.

"Release early. Release often. And listen to your customers.”
- Eric S. Raymond, The Cathedral and the Bazaar (1997)

A downside…
It can be difficult be difficult to see the shape of the destination when you only see small
incremental pieces.
Therefore…
combine with Iterative Development.

Primary family: Agile
[Patton 2014] Patton J. User Story Mapping: Discover the whole story, build the right product, O’Reilly (2014).
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Uncertainty Management principle

Iterative development
over ‘right first time’
What is it?
A planned rework strategy where multiple passes over the work are used to converge on a good
solution.

“It’s not iteration if you only do it once!”
- via Jeff Patton
2

3

4

5

Maxims:
•
•

We get things wrong before we get them right.
We make things badly before we make them well. [Cockburn 1993]

Particularly useful when…
valuable feedback can be expedited by having a basic version of a system/feature early
there is ambiguity about what is really required
there is ambiguity about the optimal degree of elaboration of the implementation
A downside…
It can be difficult up front to plan how many improvement passes (iterations) will be necessary.
Therefore…
combine with Incremental Development and Time-boxing.

Primary family: Agile
[Patton 2014] Patton J. User Story Mapping: Discover the whole story, build the right product, O’Reilly (2014).

Creative Commons Attribution 4.0 International license.

Rowan Bunning, CST - scrumwithstyle.com

Value Stream principle

Avoid overburden
over overtime and resource reallocation
What is it?
Avoiding taking on more demand than there is capacity to service. For example:
specialist bottlenecks;
over-dependence on super-specialists;
one co-ordinator having to know a very large number of system elements in detail; and
overtime to achieve arbitrary deadlines.

Implementation suggestions
1.
2.
3.
4.
5.

Develop “eyes to see” queues, bottleneck, people doing too much
Take on less work
Introduce slack where utilisation is highest
Limit WIP
Cross-functional learning

Primary family: Lean
[Larman 2008] Larman, C. & Vodde, B. Scaling Lean & Agile Development: Thinking and Organizational Tools for Large-Scale
Scrum. Addison-Wesley Professional, 2008.
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Value Stream principle

Limit WIP
over maximise utilisation
What is it?
Placing an upper limit on work that has entered the development process but is not yet finished
and available to a customer or user.

“Stop starting, start finishing!”

Particularly useful when…
Team members or teams are experiencing overburden
There are queues forming within the value stream
Activities in the value stream are not being carried out at a consistent pace

Primary family: Lean
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Value Stream principle

Pull planning

aka adaptive iterative, rolling wave planning

over push planning
What is it?
Pulling work into a work container or an in-progress state upon a pull signal at a time that
capacity actually exists.
For example…
•

Initiating a new Sprint is a signal to Pull from the Product Backlog into the Sprint container
based on the Development Team latest understanding of its capacity.

•

Completing a Sprint Task is a signal for a team member to Pull another task from the To Do
state in the Sprint Backlog so as to optimise the team’s path through through the work.

Note that in both cases since the decision is made as late as possible with fresh insight and
maximum information, more informed choices are made than if it were Pushed in ahead of time.
In a Pull-based planning environment, forecasting shifts from inspecting the push-style plan
(schedule) to measuring the pace through the current pipeline of work (velocity) and projecting
down it.

Motivation
Push planning whereby work is allocated well in advance of capacity becoming available relies
on all tasks being known, accurately estimated, sequenced. Sufficient information to do this
reliably is often not available in an environment of uncertainty and change.
Pull planning levels work load to capacity as work is only pulled in when capacity actually exists.

Primary family: Lean
[Larman 2008] Larman, C. & Vodde, B. Scaling Lean & Agile Development: Thinking and Organizational Tools for Large-Scale
Scrum. Addison-Wesley Professional, 2008.
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Value Stream principle

Stop and fix

aka ‘stop the line’, judoka

over defect tracking and deferred remediation
What is it?
A culture that involves:
1. people stopping when they see a problem to…
2. do root cause analysis to find real issues and then…
3. introduce process-change experiments to fix and improve.

Implementation suggestions
•
•
•

Raise visibility of broken builds through immediate signalling
Fix defects immediately before any further development
Fix broken builds immediately before any further development

Primary family: Lean
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Further reading on these principles
•

[Hackman 2002] Leading Teams: Setting the Stage for Great Performances Hardcover, by J. Richard
Hackman, Harvard Business Review Press, 2002. Copyright (c) 1986 by the American Psychological
Association.

•

[Takeuchi 1986] Hirotaka T., Ikujiro N. The New New Product Development Game, Harvard Business Review,
January-February 1986.

•

[Cohn 2009] Cohn, M. Succeeding with Agile: Software Development Using Scrum. Addison-Wesley
Professional, 2009.

•

[Larman 2008] Larman, C. & Vodde, B. Scaling Lean & Agile Development: Thinking and Organizational Tools
for Large-Scale Scrum. Addison-Wesley Professional, 2008.

•

[Adzic 2012] Gojko, A., Impact Mapping: Making a big impact with software product and projects, Provoking
Thoughts, 2012.

•

[Babatunde 1994] Babatunde, A. Ogunnaike W., Harmon Ray, Process Dynamics, Modeling and Control
(1994).

•

[Patton 2014] Patton, J. User Story Mapping: Discover the whole story, build the right product, O’Reilly (2014).
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