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Creating a
well-oiled
machinery

W

hen compiling this issue of Lean Magazine
it struck me that lean and agile development
has some similarities with writing. Inexperienced writers think that creating texts for magazines
and newspapers requires some secret undefinable talent.
Professionals know that there are a lot of good methods
and practices – and the “secret” is mostly to learn how
to apply these properly.
In this issue we look closer at agile techniques that
make it possible for organizations to increase the speed as
well as the quality in their software development process:
TDD – a development tool for modern times. The
consultant and agile blogger Dave Nicolette from Texas describes the impediments which companies have to
remove in order to make the test activities work according to the agile vision.

Continuous Delivery – always ready to ship. Lars
Kruse from the Danish firm Praqma explains the maturity model for Continuous Delivery, which the company
has refined over several years.
Apart from this we have a well-set table as usual, with
various goodies from Lean & Agile. What did Taiichi Ohno keep hidden up his sleeve? Why is SAFe so
popular in spite of several critics? And what does “Agile
Fluency” really mean?
Happy reading,
and have a nice summer!
Gustav Bergman,
Editor-in-chief, Lean Magazine
SOFTHOUSE | LEAN MAGAZINE
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TEST

DRIVEN
DEVELOPMENT
– a method for
mainstreamers
or mavericks?

✏ By Thomas Lundström
As an agile tool, Test Driven
Development is still waiting
for its big breakthrough. TDD
evangelist David Nicolette
explains why he uses it as his
own default approach.

>>
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Dave Nicolette

Dave Nicolette is an independent consultant from
the Dallas/Fort Worth
area who – according to
his own web presentation
– is “bringing together
the best of tried-and-true
methods and the best of
leading-edge methods to
help businesses realize
the maximum return on
their IT investments and
efforts”.

6

Although the tools have been around
for fifteen years now, TDD has never
become the normal way of building code
across the industry. Rather it has become
a sort of “Think Different” movement,
embraced by the leaders in the advancement of software development practices.
One of the standard bearers is Dave Nicolette, an independent software and method consultant from Dallas and a popular
Lean and Agile blogger.
TDD may have become something
of a buzzword in trade blogs and magazines, but still Dave Nicolette has only
observed a small increase in actual interest
and acceptance by developers in the software industry over the past 10 years. Most
developers have
heard of it, but have
never tried it and
most of those who
have tried it have
never made it their
default method of
building code. In
Nicolette’s eyes, the
majority of people who earn a living by writing software seem content to use techniques
which, as he puts it, ‘create unnecessary
extra work, misalignment with customer
needs, defects, needless complexity, and
delayed delivery’.

ter,” Dave Nicolette says. “TDD is not
the only way to produce good results, but
many developers evidently do not use any
techniques – neither TDD nor anything
else – to ensure their solutions are clean,
accurate, and robust.”
For this to change, Dave Nicolette
thinks that universities must teach students to build software in a new way.
Nicolette is positive about the school
where his son studies programming, as
students there are expected to make the
provided tests pass as well as extending
the test suite to cover all necessary cases.
They are also encouraged to collaborate
rather than compete.
“I would like to see this approach
become normal in
schools, as it prepares students to do
real work properly after graduation.
Perhaps one day we
will no longer have
to re-train every
university graduate
before he or she can
become effective on
the job; or perhaps I
am an optimist,” Nicolette says.

“There appears
to be a general
lack of awareness
that the situation
could be better”

A new approach is needed
“There appears to be a general lack of
awareness that the situation could be bet-
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Several benefits
According to Nicolette, the value proposition of TDD is the same as it has always
been: it helps us produce software that
aligns well with customer needs, has relatively few defects, is understandable and maintainable, and is no

>>
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Three impediments facing
teams adopting TDD
– and how to resolve them



Difficulty of changing
established habits
“Technical professionals may
understand the value of TDD
on an intellectual level, but
when they sit down to work
they tend to do things in a familiar way. It is only natural for
us to depend on familiar methods when there is pressure to
deliver.”



Poorly adopted code base
“Most teams are working with an existing code base that
was not originally developed using TDD or any other techniques
that would have resulted in wellfactored code. When TDD is first
introduced, it is usually presented
in the context of greenfield development. Faced with a monolithic
legacy code base with significant
design debt, developers have difficulty applying the TDD approach.
Another set of skills is needed:
to be able to break up monolithic
code into testable pieces.”



Large-solution thinking
“Many people are not accustomed
to reducing large solutions to small pieces.
They can conceive of a solution only in terms
of its final form, and they can only conceive
of a test case that exercises the complete
application end-to-end, with all external interfaces live. When developers decompose
their designs, they tend to think about architectural layers or functional components
rather than vertical slices of system behavior. Novices in TDD often try to describe,
test-drive, and build large chunks of code.
It takes time and effort for them to learn to
decompose designs in a way that fits well
with the TDD approach.”

SOFTHOUSE | LEAN MAGAZINE
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“I am too lazy not
to use TDD”
Thomas Lundström
Softhouse

Thomas has worked with
software development
in an agile setting since
2005, mainly focusing
on ways of working that
support frequent deliveries. His view is that
teams need to adopt
new practices in order
to deliver ever-changing
software with quality; TDD is one of those
practices.

more complicated than the problem
requires. TDD also enables emergent
design, which helps programmers to avoid
over-engineering or “gold-plating”. It also
enables flexibility in embracing change
and meeting challenging time-to-market requirements.
“Code that lends itself to automated
testing tends to be cohesive and loosely coupled. Benefits of this include ease
of code isolation, separation of concerns,
extensibility and maintainability. These
characteristics lead to solutions that have
longer production lifetimes and lower cost
of ownership than solutions developed
using traditional methods. We also avoid
the opportunity cost of extended debugging and ‘hardening’ of solutions, in that
development teams can turn their attention to a new project more quickly than is
possible with traditional methods.”
An automated test suite may serve as an
early warning system for regressions and
a safety net for modifying the production

code – including both functional changes and structural changes (refactorings).
Without it, there is a high probability that
any modification will result in new defects
that cannot be detected in a reliable way
before the code goes live.
Seeing what the system actually does
Because well-defined automated test
suites unambiguously and completely
describe the behavior of a system, TDD
reduces the quantity of technical documentation that is usually necessary to support a solution. High-level architectural
diagrams and a context diagram are often
the only documentation artifacts needed.
“This has benefits for production support personnel as well as for new team
members who need to learn an unfamiliar code base. They can easily see what
the system actually does in its current
version, rather than depending on an
abstract description of what the system
was intended to do as of the time it was

When to use TDD …
… from a technical point of view
“I find TDD very useful in most corporate IT, business application development contexts. In part this is due to the types of
applications being built, in part to the nature of the programming languages commonly used in those environments (typically Java and C#, sometimes Python or Ruby) and in part to
the need to keep the code base in a maintainable state for
several years. TDD is well suited to that sort of situation.”

8
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… from an organisational point of view
“It is not the responsibility of management or stakeholders
to understand software development methods in detail. In
general, if we hire a professional to do a job, then we expect
him or her to have a set of tools and methods to carry out the
work. Therefore, there is no need to debate or convince!”
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first designed,” Nicolette says, and continues:
“On a personal level, the value proposition is simple: TDD makes the developer’s life easier. We chose a career in
software development because we enjoy
solving problems and creating useful, elegant software. Using TDD, we are able
to spend most of our time doing those
things. Using traditional methods, we
spend most of our time debugging. Most
developers find debugging to be less interesting than creating or improving systems.
I am too lazy to spend time debugging
problems that I can easily avoid creating
in the first place. I am too lazy not to use
TDD.”
“It is always risky to predict the future,
but I think it may be safe to say that people will continue to advance these ideas,
as they have done since the 1960s. I look
forward to the day when someone invents
a better way to build software than TDD.
Until that day, I will continue to use the
practice as my own default approach.” ■

TDD – a fifty year old concept
The basic concepts of TDD have been around for almost
five decades. A good illustration are the proceedings of the
first NATO conference on software engineering in 1968.
Here the famous computer scientist Alan Perlis wrote that
software is best developed by interleaving small amounts
of testing with small amounts of design (coding). At the
same conference, people were already talking about the

importance of automated software testing. The software
delivery process known as the V-Model, was created at
Hughes Aircraft in 1982, and is based on ideas we would
now call specification by example and TDD.
“I am puzzled at how quickly the software industry forgot these early lessons,” David Nicolette says. “I am also
surprised how slow we have been to rediscover them.”

SOFTHOUSE | LEAN MAGAZINE
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Continuous
Always ready to ship

The Danish consulting company Praqma A/S
has developed an appreciated maturity model for Continuous Delivery.
Here, co-founder Lars Kruse shares some of
his experience and reflections.
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A really Lean software
development project should
be able to ship the software
at any time.
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Ever since the company was founded in Allerød, 25
km north of Copenhagen, Lars Kruse and his colleagues have been researchers in what they call “The
Science of Continuous Delivery Maturity Models”.
Their results so far – or as Lars Kruse prefers to put
it: “a catalogue of observations” – can be downloaded

Delivery

✏ By Christian Pendleton

Lars Kruse on a Continuous Delivery Maturity Model, Danish style
as a pdf booklet from their web site. The central doctrine is that every commit is a potential release candidate – you just have to test it to see if it is – or isn’t.
For companies who are new to Continuous Delivery (CoDe), a good place to start is where you
often find companies on the lowest level:

>>
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“If one of the areas should be pointed
out as a slow starter it must be the test and
QA area,” Lars Kruse says. “It is in this area
that the quality of your code base is revealed.
You need a lot of quality measure points in
order to make decisions about promoting or
not and it is also this area that produces the
metrics that you would want to visualize.”
For the company that hasn’t included
a CoDe perspective from the beginning,
it can be quite a daunting task to make
the decision where to start. For instance
adding static code analysis to an existing
project is very easy, but it will probably
reveal a lot of issues. To prioritize cleaning
up the code may be hard, since it’s legacy
and already working.

Hence, the visibility that is created
from doing the analysis is categorized as
noise. Unit testing and automating functional testing require that the application
in question is designed to be testable.
Access to test environments and consistent test data are also needed. Being too
ambitious in this field may have an impact
on the system architecture, the deployment process and the access to resources. If test and QA is treated more as an
afterthought rather than an actual strategic point of focus, it has a negative impact
on the CoDe maturity.
“Test and QA may fall behind due
to the fact that these are disciplines
that developers traditionally have seen

Getting stuck
There are some topics that tend to
block the whole maturity process until they are addressed properly.



Test and QA (see main text). A lot
of companies give up on automating this.
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Failure to implement a VCS and
a branching strategy that actually supports the agile way of thinking
(see the seventh principle in the Agile Manifesto, “The primary measure of
progress is running code”).
The challenge is that “running code”
is not necessarily ready to ship, and in
CoDe you need to be able to operate
with a sometimes fairly complex notion
of promotions. A branching strategy
that supports more than just two possible states, i.e. “not ready yet” or “re-
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leased”, is absolutely imperative. I think
companies get stuck here because
it’s usually an area which requires a
lot of change – either a different way
of thinking about the current VCS or a
switch to an entirely different one.



Pretested integrations. This is
the concept that the project’s integration branch can be written to only
by an automated process, that only allows “running code” to enter and forever
keep the integration branch pristine. It
sounds like a dream, and it is indeed one
of the more advanced maturity signs.
But it’s also a very important shift.
Hence, this is where it shows if the
company actually did adopt the paradigm shift of quality enforcement rather than policy enforcement. From this
point on there are no more hotfixes,
fast tracks, or quick-and-dirty solutions,
there is only the DORITH approach (Do
the Right Thing). In addition, this is also
an area where the CoDe evolution typically halts.

as being someone else’s responsibility,”
says Lars Kruse. “It’s all about embracing change: CoDe represents a shift in
paradigm, and if you don’t make the shift
and start thinking differently, old habits
simply take over. Soon this area grows to
become a ‘biggie’ with a lot of complexity involved and tentacles infiltrating every
other area. Asit gradually becomes a mess,
projects tend to focus on other areas in
order to show at least some CoDe progress. But it’s not the right approach; the
biggest pains should be addressed first!”
SCM large container
In the CoDe model, Software Configuration Management is primarily defined

as different levels of version control. Still
there are other aspects of SCM that affect
the level of maturity.
“I dare say that all the disciplines
that are traditionally seen as belonging
to the domain of Software Configuration Management affect CoDe. SCM is
quite a large container for a lot of related disciplines. CoDe can to some extent
be seen as offering a flow-oriented view
of many of the same disciplines. In the
model, we have distributed some of the
obvious ones such as deployment, dependency management, maintenance of test
data, and server provisioning into some
of the other areas. The reason for
this is basically that they are kind of

1. Be ambitious!

Most of the time we don’t achieve everything we dreamt of, so to score high, our
ambitions will have to be even higher. Think
of CoDe not so much as a competitive advantage but rather as a competitive necessity. If you don’t do this, you’ll be overtaken by your competitors. (I’m trying to scare
you, so you can get the adrenalin pumping
and grow some courage.)

2. Be strategic!

The organisational change that you’re looking at is probably a bigger challenge than all
the processes and tools in your tools stack;
after all they are just tools! Use an approach
that allows you to change the wheel on the
bus while it’s rolling. A lot of small chang-

Read Praqma’s Maturity
Document:
http://goo.gl/0S2bgx

>>

1-2-3: maturity!
Three pieces of advice to anyone who
wants to apply the Maturity model!

On the web:

Lars Kruse

es in the right direction, an evolution rather
than a revolution. Remember: when something goes wrong, people start looking for
reasons and if you are driving the change
you’ll get the blame.

3. Be fast!

Remember: speed should be prioritized in
the pipeline! Think of it this way; In CoDe
there are no hot fixes, only plain vanilla fixes. Your commit should be able to travel
through the entire pipeline in the time that
represents the minimum acceptable time
it takes to apply a hotfix – which is fast.
Hunt down manual processes and automate them. When you’re done, you should
find some more and automate them too.
CoDe is closely related to an agile approach,
which is born out of lean principles. Hence,
CoDe should be lean.

Lars Kruse is partner and
co-founder of Praqma,
a consultancy bureau
specializing in services
within optimization of
software development
processes and maintenance and development
of Open Source tools for
this purpose. Lars holds
an M.Sc. in Computer
Science and has many
years of experience in
software configuration
management, quality assurance and agile software development.
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Christian Pendleton

Christian Pendleton is
one of the most experienced configuration managers in Sweden.
His focus is to get CM routines to support the development process as well
as possible and his work
as senior consultant at
Softhouse gives him the
opportunity to combine
CM with agile models.

cross area disciplines and having them all
in the SCM area would simply clutter it.
But other obvious SCM related areas such
as task management, system architecture,
and release strategies are not mentioned
explicitly in the model. It’s not because
we don’t find them important, but rather
that they are fairly complex and generally require a high maturity level anyway.
We’re trying to adapt to the doctrine that
“a good model is a simple model”.
Pains & low hanging fruits
Lars Kruse and his colleagues recommend
that organisations approach CoDe based
on two main principles:
“The first principle is to address the biggest pains first,” says Lars Kruse. “With
this, we refer to an area that is starting to
take the form of a roadblock. If you don’t
address it, it will simply prevent you from
moving forward.”

“The second principle is to pick low
hanging fruits, i.e. focus on areas where
a desirable effect can be achieved with a
very small effort,” Lars Kruse continues.
“As an example, introducing a new tool is
typically easier than replacing an existing
one. Consider you are in a situation where
you are stuck in an old bespoke VCS and
you are not doing any unit testing. In this
situation, introducing a unit test framework would be almost free. It’s like the
Nikeapproach ‘Just Do It!’.
However, Lars Kruse points out that
different businesses may have very different characteristics:
“A computer game company would
very likely define pains and lowhanging fruits differently from a large industrial manufacturer that happens to have
embedded software in some of its product
lines. Accordingly, they would implement
CoDe via different paths.” ■

How to start using CI
– some advice from Lars Kruse

Let’s say you want to start using CI
and automated testing on a large existing system with little or no implemented auto test. In such cases, we
usually recommend that the focus
should be on the flow, the pipeline.
Implementing this will require that you
get a firm grip on the tool stack that
you’d like to use.
The recipe in a generic formula
could be something like this:
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Know where you want to be;
this is the fix point on the horizon to navigate towards.

Implement proof of technology: expand and adjust your
tool stack and processes to implement
a full-fledged setup that can actually
be used by a smaller group in your live
production environment.





Know where you are and know
your tools.

Implement a proof of concept
or a happy day scenario, make
a showcase that can convince colleagues and management that you’re
on the right track. Then get buy-in and
get a budget!

Rollout the solution in the entire organisation, supported by
the bunch of happy, enthusiastic early
adopters who at this point have become loyal ambassadors for the new
approach on how we work.
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“I did my best to
prevent the visitors
from fully grasping
our overall approach”
Taiichi Ohno

Did Toyota Fool us?
✏ By Gustav Bergman

In March this year, a presentation
which generated a considerable
stir was released on the Internet,
– mainly due to its eye-catching
and provocative title: “Did Toyota Fool the Lean Community?
Authors Emiel van Est and Pascal
Pollet reveal in the presentation

that there were many important
parts of the Toyota Manufacturing System that Taiichi Ohno did
his best to conceal from American
and European companies for several decades.
Lean Magazine got curious and
decided to interview Emiel van Est.

>>
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Emiel van Est

Emiel van Est is a Toyota
Kata ambassador based
in The Netherlands. Since
2010 Emiel has concentrated his learning,
teaching and practice on
the deployment of “Toyota Kata” as described
in the book of the same
name by author Mike
Rother.

Pascal Pollet

Pascal Pollet has in recent years been helping
companies to implement
Lean Manufacturing and
Quick Response Manufacturing and to set up
a process of continuous
improvement (“Toyota
Kata”).

On the web:
See the whole presentation at Slideshare:
http://goo.gl/1jooUV

What problems do you think the focus on
the seven wastes has led to for European
and American lean companies?

Ohno needed better quality so that he
could sell more and achieve a smoother
flow throughout the “river system”. Many
improvement efforts in the West have had
Focus on waste has a psychological effect. a focus on improving quality and huge
It fixes our mind on what we do not want. amounts of money and time were spent
That does not create a lot of energy in peo- doing so. Question is: did it pay off ? Quesple. It is much more powerful to focus on tion is: did it move us forward or did it
what you do want. What is your dream? lock us in place?
Interestingly one of the
What would be great? Martin Luther King knew this.
concepts of the Lean StartThe truthfulness of up movement, initiated by
He gave a “I have a dream”
speech not a “I see 7 wastes” the authors’ claim
Eric Ries’s book, is the MVP
speech.
can be checked by or Minimum Viable Product.
The idea is to create someanyone on page
The next area in which you
thing that does not have to be
say we haven’t got the whole 99 of the book
perfect but allows you to move
truth from Taiichi Ohno is “Profitability with
forward faster. One may wonabout Kanban, Cost and
der if a quality initiative helps
No Boundaries:
Flow. Could we say that
you to move forward faster or
this is the other element Optimizing TOC and actually slows you down.
As I’ve just said, Ohno
that Ohno withheld from Lean-Six Sigma”.
us, apart from Direction was
needed improved quality, and
Volume?
so will we. Just make sure that
your quality improvements
keep you moving forward
The direction was more vol(faster).
ume, to beat GM. Ohno did
something that magicians do
all the time: focus our attenTo conclude, what would
tion so that something else
you say is the most importgoes unseen. “The techniques with Japa- ant thing that western companies have
nese names” was a way to focus our atten- missed about Lean philosophy, and what
tion; to distract or as stated in the inter- implications does it have for companies
applying Lean today? Where should they
view “to confuse”.
In the interview Ohno also talks about start, in order to be more compliant with
his struggles with the cost accountants. Taiichi Ohno’s real system?
He had the same struggle as many lean
practitioners still have today. He called it The most important factor we have missed
“the biggest obstacle I had to overcome”. is challenge.
Because he had such strong backup he was
Lean is not about copying, it is about
able to move this obstacle aside. Many of achieving your own unique challenge. It is
us lack this backup since in many organ- not about implementing something that
isations the accountants’ way of thinking already exists, it is about creating something that does not yet exist in the physis quite powerful.
ical world but that is very vivid in our
Another crucial area is quality. Appar- imagination.
ently Taiichi Ohno concealed from the
Want to make a start? Either big or
west what the most important reason for small, create your own version of the “I
have a dream” speech. ■
improving quality was. Is this correct?
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– a tool for the
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SAFe

BIG

enterprises
The SAFe debate continues
(see the last issue of Lean
Magazine). “The benefits
are not in the detail,” says
Erik Schumann from Swedish Sellegi. “It is the packaging and foundations that
form a whole.” >>
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I

n our last issue we described the hot debate
about SAFe in the autumn of 2013 where a
number of well-known profiles in the Lean/
Agile community were very critical of the framework that is supposed to support agile development for large corporations. At the Lean Tribe
Gathering in Stockholm we met Erik Schumann
from the Swedish company Sellegi, who has
worked with SAFe for a while and has just
released a tool supporting it (ACT). We took the
opportunity to ask him about his view on things.

Your company works with support for
Lean and Agile for large enterprises,
and has selected SAFe as the framework for your efforts. How come you
chose SAFe?
The first time we came in direct contact
with SAFe was in 2011. When I saw the
‘Big Picture’ it immediately rang a bell.
Something like ‘Wow!’. I have tried to
draw this picture for at least 10 years,
but never managed it with this excellent
combination of clarity, abstraction and
understanding.’ I liked the philosophy
of forming a framework. SAFe is not a
prescriptive model and it gives you the
opportunity to cherry pick the sections
most valuable to your organization.
The other thing that struck me was the
overall permeating pragmatism. This was
not a new Scrum certification scam, this
was not a new RUP that needs evangelists and religious battles. Deviation is
assumed, preempted and built in from
the beginning.
And last but not least: We have our own
tool, Sellegi ACT, that already followed a
thinking very much aligned with SAFe (see
fact box). We saw that this was a very good
fit and that our customers would benefit if
we align Sellegi ACT with SAFe and can
offer a package of tool, process and training.
18 SOFTHOUSE | LEAN MAGAZINE

How would you summarize SAFe for
people not familiar with it?
SAFe is a non-prescriptive framework of
proven practices for scaling lean and agile
across the enterprise.
There are some great ideas and blueprints for bringing the benefits of agile
from the development team level to product management, release and business
planning. Using SAFe will enable most
companies to deliver value to their customers more quickly and generate a better
understanding of what to focus on across
organizational borders.
What do you think are the main strength
and benefits of SAFe, and for which
types of companies is it useful?
SAFe provides a cohesive overview that
can be understood and shared by both
technicians and business managers. It also
creates the possibility to gather around a
common vision as to where the company
needs to go. In addition, it gives technicians a better understanding of the businesspriorities and it gives managers an
insight into delegated authority and planning. That way it helps to implement the
necessary foundation on which agile and
lean can thrive and scale. The benefits of
SAFe are not in the detail – it is the packaging and foundations that form a whole
which I had not seen described previously.
As such, SAFe can be successfully
applied in companies working with fast
technical development and a significant
software component. It makes it possible
to scale the agile and lean benefits across
teams and organizations. Any company
looking at introducing agile across more
than three or four teams will find ideas
worth implementing in SAFe!
One cannot deny that a lot of criticism
has been leveled against SAFe. Some say
that it is just a new RUP in disguise, and
others say that it throws out some of the

”

When I saw the
‘Big Picture’ it
immediately
rang a bell.
Something
like ‘Wow!’

A common denomination seems to be
that SAFe doesn’t forbid you to combine
agile with other methods, specifically gated methods. So one theme seems to be:
“Do it by the book or do not do it at all”.
Often the next conclusion is that SAFe
will allow a company to “lock” itself into
an ancient way of thinking or sometimes
that SAFe is not enough if you want to
go “All lean”.
When I think about this, I wonder:
Why do you need to go all the way from
the start? Some companies I work with

are in the production and automotive
industry. They can’t just go from zero to
full scale in one go. They can’t just throw
overboard all the gates needed to synchronize supplier, production and mechanical
engineering without risking the company. For them SAFe is a great way to get
started – learn, reflect, improve further
and probably at some point go beyond the
ambitions of SAFe and go lean all the way.
But for that transition – which can last
many, many years – SAFe is a good tool.
This is also true for SW companies
which are often unable to fully embrace
the whole of agile and lean in one step due
to historical, cultural, personal or compe-
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key concepts of Agile – how would you
comment on that?

Large undertakings need
the right tools. Read about
more methods for Scaling
Agile on page 22.
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Erik Schumann

tence reasons.
So you should see SAFe as it is. It is
not Scrum, which is quite prescriptive.
Instead, it is a framework which helps
you improve. This gives you freedom and
every implementation will look different.
Of course that can be scary as well! And it
can be abused, but you cant’t blame SAFe
for the people that may abuse it.
Which, in your opinion, are the weaker
parts of SAFe?

Erik Schumann is a senior agile and lean expert
at Sellegi Technologies.
For more than 15 years
Erik has worked to adopt
and spread agile philosophy, values, and benefits to the best effect
at various international
enterprises. Erik has a
track record of introducing customer optimized
solutions and agile improvements in international multisite projects.

For me there are three major weak points:
• The first is the weak guidance on the
portfolio level, where you still have to figure
out a lot of stuff on your own.There is good
content in SAFe, but as yet not enough.
• The second is the breakdown chain
from business planning (epics), technical roadmap planning (features) to technical implementation (stories). The step
from features to stories is too wide, especially for distributed organizations. There
is a risk of losing focus on testability of
the total system. In addition, dependency
management at story level may consume
a lot of overhead. Usually we advise our

customers to introduce a fourth level for
breakdown between feature and story, but
that is a different discussion.
• The third is the fact that flexibility actually can be a weakness. I love the
freedom in the framework character of
SAFE. For many companies the level of
freedom is overwhelming. For them it
might be a good idea to give further examples of prepackaged combinations that are
tailored towards specific, common problems in the industry. For example synchronization with technical development.
Finally, what do you see as the main
challenge for everyone struggling with
scaling up Agile Methodologies?
There are now several proven ways of scaling agile and lean in industries primarily
working with software. The big challenge
will be to bridge the gap into industries
with primarily mechanical development
such as robotics, production and heavy
machinery. There will be a lot to learn
from these companies for everyone. ■

ACT – an Advanced
Collaboration Tool
SAFe is supported by ACT, a tool developed
by Sellegi. It focuses on three areas:
• Release, integrationand roadmap planning and prioritization
Targeting the program level in SAFe with
emphasis on the Agile Release Train management and the PSI planning workshops.
• Integration of various data sources
Gathering, combining and analyzing the in-
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formation from tools for portfolio management, requirements management and agile
team planning.
• What-if? analysis and proactive risk
identification
Trying out and testing planning changes,
constantly checking the complete plan for
consistency and planning problems.

How fluent are
your Agile teams?
Measuring Agile Fluency

Photo: Shutterstock

The Agile Fluency model, invented by agile consultants Diana Larsen and James Shore, is both
a descriptive and an aspirational model. It was
designed to reflect their own experiences with real
teams and is also based on observations by their colleagues. The authors noticed that teams tend to follow a fairly predictable pattern as they grow in proficiency with Agile.
“Teams fluently proficient at different levels produce
predictable outcomes,” says Diana Larsen. “In other
words, they’re able to keep doing practices, even when
they’re under pressure. We call them one-star, two-star,
three-star, or four-star teams depending on the level
of fluency they’ve reached. We find this particularly
interesting because the promise of Agile – effortlessly
responding to market conditions and maximizing value by changing your plans – is achieved at that threestar level. So we as an Agile community are promising
something that we’re not delivering. We’re promising

three-star Agile and delivering one-star Agile.”
While team members often find the information of
The Agile Fluency model interesting and useful, the
people who benefit most are Agile champions, for
example coaches, scrum master and managers. They
are the ones who need to set realistic expectations for
their Agile adoption in their organizations.
“Knowing what level of fluency you need from your
teams, what investments you can make, and how you
can measure success helps to smooth, or recalibrate
and restart, the Agile transition process,” says Diana
Larsen. ■
Larsen & Shore recommends
• The original whitepaper on Martin Fowler’s bliki (also
many valuable links).
http://agile-fluency.com
• The Agile Fluency Project (a Kickstarter project)
http://project.agilefluency.com
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Scrum and Lean in HBO’s “Silicon Valley”

A

sign that the concepts
Scrum and Lean have
become generally known
can be seen in the new HBO
TV-series “Silicon Valley”. The
series about a group of young
programmers in the Californian
entrepreneurial melting pot is full
of elements from the Scrum and
Lean Startup movements:
The opening episode has the
Lean Startup term “Minimal
Viable Product” as its title. The
progress of the projects is illustrated with burndown charts with
all the ingredients, such as a big
red “Technical Debt” curve, while

Book now at:

http://softhouseeducation.com/kurser
Scrum boards and post-it notes
show the daily work of the programmers, etc.
The series is available for
HBO-members in Sweden at:
http://hbonordic.com/

More methods for scaling Scrum:

SAFe
alternatives

In addition to SAFe, two other methods to scale
Agile and Scrum have recently emerged:
LeSS
LeSS (Large Scale Scrum) was created by Craig
Larman and Bas Vodde, and said to be “regular
Scrum applied to large-scale development”. LeSS
is one of the simpler frameworks and makes
very few changes to “ordinary” Scrum.
Read more: http://bit.ly/LeSS-article
DAD
DAD (Disciplined Agile Delivery) was created by Scott Ambler, and has its
roots in IBM-Rational. It is described “a people-first, learning-oriented hybrid
agile approach to IT solution delivery.”
It draws on agile and other traditional sources – mainly the Rational Unified
Process. It is more complicated and formalized than LeSS, and has its own
certification program. On the negative side one can note that some people
don’t like the fact that it has IBM literary written all over it.
Read more: http://disciplinedagiledelivery.com/

22 SOFTHOUSE | LEAN MAGAZINE

✍

Learn more about Lean & Agile
development in one of Softhouse
Education’s classes.
Over 15 different courses in TDD,
Scrum, Kanban, and Lean &
Agile leadership.

HOLACRACY
– The self-organizing
enterprise

Holacracy is one of this spring’s popular
buzzwords in the agile community. It is
described as a new organizational structure that is neither hierarchical, nor a ‘flat’
organization, but an organization that has
‘circles’ with defined ‘purposes’. A holacratic organization has neither managers,
nor positions or titles, but ‘roles’ that are
accountable for certain functions.
The concept received a real boost when
the market leading ecommerce shoe store
Zappo declared that they will be fully holacratic by the end of this year.
Read more:
http://holacracy.org/constitution

THE COLUMN
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ho does not want to
But it gets even better! Orienteering also helps you understand the
pursue a sport that
essence of agile techniques. What
brings joy, fellowship,
distinguishes the beginner from
exercise ... and agile wisdom of
the skilful navigator is the actual
life? Yes, you got it, I’m referring of course to orienteering –
dynamics of reading the map and
the sport that embodies the agile
the terrain. Beginners live in the
concept. I’ve probably run 5,000
present and make plans based on the
hours “on the map” during my 36
environment they find themselves
years in the sport. That means that
in at the moment. Elite runners,
I’ve had plenty of time for philoshowever, form a mental image of a
section through analysis based on
ophizing (and managed to create
a huge reference database in my
experience and practice. The section
head).
is rapidly broken down into a numListen up! You have a clear goal
ber of smaller subsections based on
that you want to achieve, namely
clear terrain features.
Håkan Kleijn works as an agile coach at
Reading these features as you
to “take you through the unchartSofthouse Consulting, and has over ten
ed wilderness from the starting
pass them in the terrain then conyears of experience of project managepoint to the goal in the shortest
stitutes a confirmation that everyment in international projects.
possible time”, but the way there
thing is going according to plan.
is not marked. Instead you have a
The shorter the distance between
the readings, the faster the feedback
master plan in the form of a map
with a number of control points
loop and the better your chances of
that have to be passed in order
sticking to the plan and “nailing” the
(milestones). Before each control
control point. When it works exactpoint you are faced with a varily as it should, when everything fits,
ety of more or less tricky choicthis “time-based pull technique” can
es and difficult obstacles such as,
make the sense of flow extremely
for example, a cold wide creek,
strong in orienteering.
In orienteering, a relay is much
a dense fir forest or rough and
more than just running a number of
uneven terrain where running is
difficult. With good awareness of
sections one after the other. Just as
your own strengths and a quick
with agile deliveries, team building
mental “look-ahead” plan you
is the be-all and end-all for achieving peak performance together –
decide to round a piece of high
often under high mental pressure.
ground and avoid a soggy, heavy
bog; this is your optimal choice. At
My own experience is that a reasonable goal with clear-cut team rules
every moment, you need to know
where you are on the map, or else you can easily find your- reduces the mental pressure and allows the team to focus
self in unwanted places. At every moment you’re open to on the right thing: optimizing individual performance,
making small improvements or adjustments to the orig- avoiding unnecessary risks, delivering quality without
inal plan; for example, if you come across a small animal time-consuming control misses. In short, just as in for
track or if the pine forest is unusually sparse, you seize the example football or hockey, everybody has to play their
role in the team, rather than shining as individuals. ■
opportunity, increase your speed and push ahead.

Orienteering:

fast
running,
agile
thinking
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STATE OF AGILE:

AGILE METHODOLOGY USED
SCRUM

55 %

SCRUM/XP HYBRID

11 %

CUSTOM HYBRID

10 %
7%

SCRUMBAN
KANBAN

5%

LEAN
FEATURE-DRIVEN DEVELOPMENT

3%
2%

OTHER

2%

XP
AGILE UNIFIED PROCESS (AGILEUP)

1%
1%

AGILE MODELING

1%

DSDM / ATERN

1%

SCRUM

73%
AND SCRUM VARIANTS:

The data is based on the report “State of Agile 8”. A survey sponsored by VersionOne made in the autumn of
2013 with 3,501 participating software professionals in the US and Europe.

TOP AGILE TECHNIQUES EMPLOYED
85 %
75 % 74 % 72 % 70 % 69 %
Iteration
Planning

Retrospectives

Unit
Testing

Release
Planning

Burndown/
Team-Based
Estimation

Source: http://stateofagile.versionone.com/

Daily
Standup

