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*It is interesting to note that the work of support 
staff and maintenance teams according to this 
model is actually equivalent to an interest pay
ment and thus a kind of a waste.

MAGAZINE

Lean Magazine # 7 revolves largely 
around Lean’s core technological 
message. My own particular hobby-
horse, one that I often annoy my 
colleagues with, is the concept of 
technical debt and its consequences. 
What if we could measure technical 
debt, perhaps even define an 
exchange rate to determine the extent 
of debt in hard cash! Then we could 
formulate a decision model that is 
as simple as the one we use for our 
private economy.

Let’s take a simple example and 
assume that we have 100 zloty to 

spend each 

month. Let us also assume that we 
have a debt of 10,000 zloty with an 
annual interest rate of 6 %, i.e. 600 
zloty per year or 50 zloty per month. 
After we have paid our monthly inter-
est of 50 zloty, we have 50 zloty left 
that we can use in one of two ways: 
amortization or investment.

In the software world the interest we 
pay corresponds to all the work we 
have to do before we can get down to 
any productive work: correction of er-
rors, maintenance, getting to grips 
with code, and so on.* The principle 
is: the more technical debt, the higher 
the interest payment. In our model, 
amortization correspond to measures 

such as re-factoring, removal of 

dead code and the like, while in-
vestment is equivalent to the ad-
dition of new features.

Imagine then if we could 
somehow measure the techni-
cal debt and state that “this part 
of the system has low debt, but 
over here we have very high debt 
which actually costs 40 zloty per 
year in interest. An amortiza-
tion needs to be made!” Techni-
cal debt is probably a function 
of code volume, complexity, 
design, how readable it is – and 
most likely a lot of other things 
too.

This is an area that we at Soft-
house intend to research. We 
have the right set of skills and 
experience to help customers 
identify which systems are debt-
ridden so that they can go and 
make a amortization. My in-
stinct is that such work should 
be based on performance-
based contracts that motivate 
consultants to leave no stone 
unturned in bringing tech-
nical debt to light.

Have you come across any 
measure or tool for techni-
cal debt? Do you think it is 
a model that works in prac-
tice? Go to leanmagazine.
net and discuss.

Best wishes
Anders

 – a concept worth   exploring
Technical debt

“In any racing series 
that permits scheduled 
pit stops, pit strategy 
becomes one of 
the most important 
features of the race 
… [It] is not a fixed, 
immutable thing; it 
is subject to change 
during the race to 
take into account the 
unpredictable events 
that happen in every 
race.” 
Wikipedia
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✏ By Kristoffer Nordström, Softhouse

What the fuss is all about:

Lisa Crispin is an Agile testing prac-
titioner and coach as well as the au-
thor of the book Agile Testing. Here 
she explains the nuts and bolts of Ag-
ile testing to Kristoffer Nordström of 
Softhouse.

Lisa Crispin has a favorite definition 
of Agile which she often paraphrases 
when people wonder what the Agile 
testing buzz is all about. It’s from 
Elisabeth Hendrickson, Quality Tree 

Software, who wrote something to 
the effect that “[Agile testing means] 
delivering production-ready business 
value frequently (at least monthly) at a 
sustainable pace.”

“The key is that we can’t work at a 
‘sustainable pace’ if we don’t master 
core practices such as continuous 
integration, specification by example, 
test-driven development, refactoring, 
and all the other techniques that 
allow us to keep technical debt at a 
manageable level,” Lisa says. “The 
big difference with Agile is that we 
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Lisa Crispin has worked 
as a tester on Agile teams 
for the past ten years, 
and enjoys sharing her 
experiences via writing, 
presenting, teaching and 

participating in Agile testing communities 
around the world. Lisa was named 
one of the 13 Women of Influence in 
testing by Software Test & Performance 
magazine. For more about Lisa’s work, 
visit www.lisacrispin.com

Lisa Crispin
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Training of the testers
“Sadly, most organizations forget about their 
testers during the transition to Agile. They might 

send product managers to ScrumMaster training, and 
educate their programmers in TDD, refactoring and CI, 
but they fail to provide any training or support to testers. 
Then they wonder why the testers all quit, or why the 
QA team has become uncooperative.”

Training of the programmers
“Programmers also need training and time to 
experiment and learn about the testing that they 

need to do. They must be freed from only thinking about 
writing production code, and allowed to deliver the best 
quality software product that they can. They will be 
happy to have testers to help them achieve this goal.”

Organizational culture
“This is the hardest thing to teach and the 
hardest thing to change, but without a cultural 

change, no development organization will improve. 
I’ve seen good results when the QA managers form 
a testing community of practice to support testers, 

and everyone interested in testing, on the integrated 
development teams. Managers must ensure everyone 
has lots of time to learn, experiment, and manage their 
technical debt.”

3 BIG HURDLES when an 
organization 
wants to adopt 
Agile testing

 recog nize  that testing is not a ‘phase’ 
(again, I am para phrasing Elisabeth). 
It is an integral part of software 
development, along with coding. 
Therefore, the whole development 
team, including programmers, 
testers, BAs, UX designers, DBAs, 
system administrators, everyone 
who helps deliver the software, takes 
responsibility for quality and for 
making sure all testing activities are 
complete.”

As Lisa Crispin sees it, the funda-
mental difference between tradition-
al testing and Agile testing is that in 
traditional phased and gated projects, 
testing is – as she puts it – “almost an 
afterthought.” Various specialists gath-
er requirements, produce a design, 
write a test plan, write the code, and 
then – with what small amount of 
time is left – a “QA department” tests.

Shortening the feedback loop
The result is that the feedback loop is 
very long – weeks or months. When 
bugs are found in the “test phase”, 
they’re entered into a defect tracking 
system, perhaps a review board prior-
itizes them, and they may or may not 
get fixed.

“Agile teams focus on shortening 
that feedback loop,” Lisa says. “We 
start by getting examples of desired 
and undesired system behavior from 
stakeholders. We turn these into auto-
mated tests, ‘living documentation’, 

which in turn lets us know what code 
to write and when we are done. We do 
all the same types of testing as in tra-
ditional projects, all four ‘quadrants’ 
in the Agile Testing Matrix, including 
exploratory testing and all the ‘ilities’.”

“One difference is that these testing 
activities are a team effort, with con-
stant collaboration between testers, 
programmers, customers and every-
one else on the development team,” 
Lisa continues. “Another difference is 
that we start out with the goal of zero 
defects, and as soon as we find a prob-
lem, we fix it and make sure it can’t 
happen again.”

Changing role
The way the role of the tester changes 
when they become an Agile tester is of-
ten a huge mindset shift for traditional 
testers. 

“I myself was guilty of a ‘quality 
police’ mentality back in my water-
fall days, even though I collaborated 
with both programmers and product 
folks throughout the project life cycle. 
I was the one who decided when the 
software was ready to release. In hind-
sight, that was crazy!”

When Lisa started her first XP team, 
it was a shock for her to realize that 
it was her job to help the customer 
define external quality – not judge 
it herself. She has also observed how 
hard it is for traditional testers to get 
away from the traditional view, which 

is ‘Don’t test that code until it has 
met all the exit criteria, or you’ll have 
to test it more than once, and that’s 
wasteful’. 

“Working in small increments 
means we may test the same code over 
and over,” she says, “but the value of 
short feedback loops offsets that cost, 
and we can automate a lot of that test-
ing as well.”

Lisa points out that testers aren’t 
used to working directly either with 
the development team or with the cus-
tomer team. They need a lot of time 
and support to learn how to do this.

Good testers a help 
for customers 
Lisa has observed that many people 
have started to think that testers aren’t 
needed anymore, due to the fact that 
we now have Agile developers doing 
automated unit testing and even func-
tional testing getting continuous feed-
back.

“When I was a tester on a tradition-
al team that did not automate unit 
tests, I spent 80 % of my time finding 
unit-level bugs. I never had time to do 
the important exploratory testing that 
would identify serious issues or gaps 

“We start out with the goal of 
zero defects, and as soon as 
we find a problem, we fix it and 
make sure it can’t happen again.”
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Agile Testing: A Practi

cal Guide for Testers 

and Agile Teams

Lisa Crispin & Janet 
Gregory
Addison-Wesley 
Professional (2008)
ISBN-10: 0321534468

Clean Code: A Hand

book of Agile Software 

Craftsmanship

Robert C. “Uncle Bob” 
Martin
Prentice Hall (2008)
ISBN-10: 0132350882
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>> in features. My current team has auto-
mated 100 % of our regression tests. 
We know within minutes if a check-in 
breaks a unit test, and within 45 min-
utes whether any of the higher-level 
functional and GUI tests have found a 
regression failure.” 

Lisa Crispin praises the luxury 
of time to be able to make her own 

unique contributions to the product. 
In her view, good testers are good at 
helping customers articulate examples 
of the behavior they want, turning 
those into acceptance tests, and keep-
ing an eye on the ‘big picture’ as the 
team delivers in small increments and 
short iterations. 

“Exploratory testing is a skill that 

“I’ve actually found it quite 
difficult to find testers who have 
the right mindset and attitude 
for our team. I can teach anyone 
technical skills, but I can’t teach 
the desire to learn, the willingness 
to jump up and do whatever needs 
to be done to help the team move 

forward. Agile testers must be true 
professionals, in the sense that 
Uncle Bob Martin describes in his 
Clean Code book. 

Programmers may be more 
motivated to learn and keep skills 
up to date because program-
ming languages come and go so 

quickly. Since many managers 
don’t understand testing, it’s easy 
for ‘testers’ to hide in their cubes, 
waiting for code to come over 
the wall so they can execute their 
manual test scripts. This isn’t real-
ly testing. It’s monkey-work (not 
to offend monkeys). Many people 

Can anyone become an Agile tester?

who call themselves testers or QA 
professionals are no such thing. 
Many of us in the testing profes-
sion are working to change that.

A common question is ‘Does 
an Agile tester have to be able to 
code?’ Well, the advantage of the 
Agile ‘whole team’ approach is 
that we already have programmers 
on the team who are good at cod-
ing. Testers don’t need to be able 
to write code. 

That said, testers must be com-
fortable with some technology in 
order to communicate well with 
programmers. I recommend that 
testers work hard to understand 
their application architecture, 
learn to use the same IDE as the 
programmers on their team, have 
a good grounding in whatever 
skills are basic to the team. For 
example, on my team, testers need 
to become competent in SQL, 
master basic Unix commands, and 
be capable of managing their own 
test environments. 

I’m no Java programmer, but I 
have enough programming and 
technical background to com-
municate well with my program-
mer teammates. I work hard to 
improve my technical skills, even 
though they are doing all the cod-
ing tasks, including most of the 
test automation.”

3 tips for “traditional 
testers” who want to 
become Agile testers

Study and practice.
“Programmers have their coding 
dojos and katas. We can do testing 
dojos as well. We’re so fortunate 
to have groups such as Weekend 
Testing and Weeknight Testing, 
where we can practice our testing 
skills along with testers from all 
over the world. There are global 
testing communities such as 
Software Testing Club where 
we can share ideas. Many of us 
have local tester user groups 
that provide a lot of learning 
opportunities.”

Read and learn from others.
“There are so many wonderful 
books from which we can learn, a 
wealth of online material includ-
ing blogs and training courses. You 
don’t have to spend money. Do 
you want to learn about test au-
tomation? Take a tutorial about 
an open source automation tool, 
download it, and play with it. Ask 
a programmer to pair with you to 
automate some tests. I challenged 
myself this year with both test-
ing dojos and a Code Retreat, and 
learned the value of practice. I of-

ten play with new test automation 
frameworks on my own time, get-
ting help from the tools developer 
community. There are many gen-
erous people in the Agile commu-
nity.”

Take time to relax and try 
out new stuff.
“We need slack time at work to 
learn and experiment. We also 
need to take some of our personal 
time to grow professionally. Yes, 
time is precious to all of us, but if 
you truly enjoy testing and Agile 
software development, a few hours 
each week spent learning and 
practicing is hugely rewarding.” ■

 

few programmers I know have mas-
tered,” Lisa says. “Collaborating with 
programmers to get regression tests 
automated frees our time to make 
these essential contributions.”

 So, in summary: what are the ben-
efits from adopting Agile testing prac-
tices?

“When the whole team takes 

responsibility for quality, and adheres 
to the mantra ‘no story is done until 
it’s tested’, they will keep technical 
debt to a manageable level, deliver the 
features the customer actually wants, 
and keep defects out of production. 
The whole team reaps the intrinsic 
rewards of continually improving and 
doing their best work.” ■
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Agile testing – does it suit 
everyone? We asked Lisa 
Crispin to give us her 
thoughts on the matter and 
to come up with some prac-
tical tips.
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Leanfrastructure makes it 

possible to create a stable 

infrastructure for Lean and 

Agile. Usually the job in-

volves strengthening and 

complementing processes, 

methods and tools already 

in place.

“If you want to build a robust 

bridge between order and execu-

tion you have to make it both 

strong and flexible. If the foun-

dations and structures are not 

completely solid from the outset, 

you’re bound to get problems lat-

er on,” says Payam Norouzi-Alam 

at Softhouse Malmö – one of the 

initiators of the Lean frastructure 

project.

Softhouse are about to launch a new service that helps 
customers work in Lean and Agile ways more effec-
tively. The service, called Leanfrastructure, makes it 
easy to create an infrastructure for existing and new 
processes, methods and tools which is better adapted
 – all tailored to the individual companies’ circum-
stances and needs.

In fact, the idea is pretty obvious. We have a business, 
Softhouse, which is among the best in Europe at Lean 
and Agile. At any one time a hundred 
Softhouse developers are engaged on 
projects for corporate customers in 
Scandinavia. What could be more nat-
ural than that these hired consultants 
help the client companies to build up 
effective support for their approach?

Powerful tools
Leanfrastructure is about infrastruc-
ture – creating the tools and environ-
ment for systems integration, auto-
mated testing, version management, 
deployment, issue tracking and so on to achieve a 
continuous deployment of business value with short-
est possible feedback loops. In short, everything 
needed for the methods which Softhouse advocates 

to be put into practice. The idea is also to develop 
packages or suites of tools that Softhouse itself has 
positive experience of, and that work well together.

“We know that our combined knowledge at Soft-
house in this area is considerable, and that we can 
support each other to a greater extent when we 
are out on the road if we collect and organize this 
knowledge. Then we will also be able to see if there 
are gaps in our collective skills and do something 
about it,” says Christian Pendleton, Configuration 

Management Expert and Agile consul-
tant at Softhouse in Malmö, and one of 
the driving forces behind the project. 

Hands-on perspective
Softhouse currently has an excellent 
reputation as knowledge brokers in the 
form of training, coaching and the pro-
vision of information. Leanfrastructure 
is a complement to these educational 
programmes, going right to the heart of 
the customer’s business activities.

“You might say that we take over where 
courses and brochures stop,” says Payam Norouzi-
Alam, developer and Agile consultant at Softhouse in 
Malmö. “We roll up our sleeves, grab hold of the tools 
and get our hands dirty.” ■

Examples of areas that 
Leanfrastructure covers:
• Requirements   
 management
• Versioning
• System integration
• Continuous integration
• Automated testing
• Deployment
• Case management.

Would you like to know 
more? Get in touch with 
one of the members of 
the project group:

Leanfra structure 

Payam Norouzi-Alam, Malmö 
payam.norouzi@softhouse.se

Christian Pendleton, Malmö 
christian.pendleton@softhouse.se

Fredrik Håård, Karlskrona 
fredrik.haard@softhouse.se

Kristoffer Nordström, Karlskrona
kristoffer.nordstrom@softhouse.se
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Lean and Agile 
as stable as it 

should be?



✏ By Joakim Karlsson, Softhouse

Look in the mirror and what do you see – a frustrat-
ed code monkey or a proud software craftsman? 
Corey Haines, independent software developer 
trainer from Chicago, explains the ideas of the 
growing Software Craftsmanship movement to 
Joakim Karlsson of Softhouse.

When Corey Haines lost his job in 
2008 after working for a long time in 
various types of companies, he decid-
ed to go on a pair-programming tour, 
traveling and writing code with people 
in exchange for room and board. This 
brought him some fame but also some 
new ideas; today he is one of the stand-
ard-bearers of the growing Software 

Craftsmanship movement which aims 
to change the industry to focus on pro-
fessionalism in software development. 
Software development is a craft and as 
practitioners we need to understand 
and deliberately work on expanding 
our skills so we can deliver what our cli-
ents need, when they need it and 
in a sustainable way. >>
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Software craftsmanship is a movement to change the industry to focus on 

professionalism in software development. Software development is a craft and 

as practitioners we need to understand and deliberately work on expanding 

our skills so we can deliver what our clients need, when they need it and in a 

sustainable way.



>> How would you describe a  
software craftsman?

I don’t do a lot of focusing on how in-
dividuals can call themselves “software 
craftsmen,” as I don’t know of any 
good way to define it. I jokingly say 
that there are two ways to be a soft-
ware craftsman either a) call yourself 
a software craftsman or b) work for 
a company that calls you a software 
craftsman. Instead, my personal focus 
is on the ideas around software crafts-
manship.

To me, Software Craftsmanship is 
about changing the industry to focus 
on professionalism. I like to say that 
we are in a state similar to when a per-
son could get a jar of leeches and hang 
out a ‘doctor is in’ sign. Clients are 
gambling when they hire someone, 
not knowing if they have the skills 
necessary to perform the work and 
provide the value their business needs.

The core of Software Craftsman-
ship is a reaction against this, focus-
ing on giving your clients what they 
need, when they need it and in a way 
that is sustainable for them. In order 
to do this, we need to focus on how 
we bring people into the industry, as 
well as the tools and techniques we 
use to provide value to our clients. 
As the barrier to entry lowers, more 
people come in without having a solid 
foundation or experience in building 
longer-term maintainable software. 

When you think of this in terms of 
the ever-increasing demand for soft-
ware developers, you can see a less 
than beautiful future. Software has a 
pervasive role in the world around us, 
and I know that I get nervous when 
I think of relying on inexperienced 
developers writing that code that will 
be running our world.

There is an ongoing discussion about 
the goals and effect of the common 
computer science education from a 
theoretical point of view, but I prefer 
to focus instead on the needs of the 
businesses that hire these newly-mint-
ed developers. Is there a difference 
between computer science and software 
development? Where do they intersect? 
And, when are each needed? I think 
there is a place for both theory-orient-
ed education and hands-on software 
development training. I’m not con-
vinced they are the same place, though.

I am excited when I see an 
enhanced focus on hands-on men-
toring in the form of apprenticeships 
and trade school-like programs, such 
as Code Academy, RailsBridge and 
GirlDevelopIt. I am especially happy 
to see Ken Auer of RoleModel Soft-
ware bring out CraftsmanshipAcad-
emy. Ken has pioneered a lot of the 
ideas around apprenticeship in soft-
ware development, and his ideas and 
leadership have influenced many of us 
in the craftsmanship community.

What can I, as a developer, do to get 
started on my way to craftsmanship? 
Are there specific things I should have 
in my basic skill set?
The path to Software Craftsmanship 
is to better understand your own skills 
and techniques and how they relate 
to concrete value for the business. For 
example, automated testing can be 
linked directly to the ability for a busi-
ness to change rapidly. When you can 
push a button and verify that your sys-
tem works in a matter of minutes, you 
give your client an incredible tool to 
work incrementally based on real in-
formation about their system. Adding 
test-driven development to the toolset 
brings focus onto the design of your 
system, working towards achieving the 
goals of modular design: decreasing 
the cost of change to a system.

In what kind of environments do you 
think software craftsmanship has the 
best chance of flourishing? Is there 
anything specific management can do 
to help?
The key to progress is trust and com-
munication. Professional developers 
are hired because they have a specific 
skill. When there is an environment 
of distrust, skilled developers have dif-
ficulty moving quickly and providing 
value.

One specific thing that manage-
ment can do is to understand that 

building software is a creative endeav-
our, not ‘skilled labor’ that can be 
forecasted from start to finish. Work-
ing in an iterative fashion is essential 
to manage the complexity inherent in 
today’s systems. The development staff 
must be treated as a group of profes-
sional skilled artisans. Different people 
have different experiences and skillsets 
and are not interchangeable.

This is predicated on having a staff 
of professional software develop-
ers who have an understanding and 
appreciation for their own skills, both 
positive and negative. Developers 
should be taking an active role in their 
own training, striving to understand 
where there are gaps and what they 
can do to fill them.

Are there settings where software 
craftsmanship can be more of an ob-
stacle than an asset to an organiza-
tion?
At its core, Software Craftsmanship 
can be effective and valuable in any 
organization. Obstacles arise where 
the communication and trust breaks 
down, when people are not given the 
freedom to apply their skills. The ide-
as behind Software Craftsmanship fo-
cus on creating a world where devel-
opers work closely with their business 
partners, each member of the team us-
ing their unique skillset to deliver the 
most appropriate solutions. ■

Corey Haines is an inde-
pendent software developer 
trainer, specializing in work-
ing with teams to improve 
their fundamental software 
practices and design skills. 
In addition to being a roving 
pair-programmer, he’s also 
working on developing 
and augmenting a training 
format called coderetreat 
(www.coderetreat.com). 
When Haines is not trave-
ling, he lives in Chicago 
with his girlfriend, Sarah 
Gray, and a cat named 
Zak. He spends his time at 
home working on various 
projects and products 
with Sarah. He is currently 
focused on their application, 
MercuryApp (mercuryapp.
com), as well as advising 
non-technical founders 
of startups (http://www.
technica ladvocates.net/).
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LINKS:
Code Academy:

codeacademy.org
RailsBridge

http://railsbridge.org/en
GirlDevelopIt:

http://girldevelopit.com
RoleModel Software:

rolemodelsoft.com
CraftmanshipAcademy:

www.craftsmanship-
academy.com

SOFT-
WARE CRAFTS MANSHIP
 IS ABOUT CHANGING THE INDUSTRY TO FOCUS
ON PROFESSIONALISM



“What is Pomodoro in short?
Pomodoro Technique is a process 
for individual time management. It’s 
based on Lean concepts like stop-the-
line, just-in-time and plan-do-check-
act. You can think of it as Scrum, 
scaled down to one person – includ-
ing adaptive planning, iterations, ret-
rospectives etc. It’ll also give you strat-
egies for estimating, handling inter-
ruptions and focusing. And the only 
tools you need is a kitchen timer, three 
sheets of paper and a pencil. It’s very 
simple, but still surprisingly powerful.

Who is the intended target for 
Pomodoro?
Anyone who works in an office will 
benefit from Pomodoro Technique. 

That is unless you only have 100 % 
event-driven activities like answering 
the phone in a help desk.

Is it a personal way of working or is it 
applicable on a team level?
Pomodoro Technique is intended 
for one person, but it’s applicable for 
any workgroup, e.g. two persons that 
are pair programming or people in a 
meeting. I also want to stress that Po-
modoro Technique, by no means, im-
pedes collaboration in the team.

 
What is the biggest differences 
between Pomodoro and Scrum, apart 
from the scope and the length of the 
“Pomodoros”/Sprints?
Scrum is focused on a team’s achieve-

Recently, Pomodoro Technique has become increasingly pop-
ular among software developers in the Lean and Agile com-
munities. Staffan Nöteberg, the author behind the bestsell-
er Pomodoro Technique Illustrated, describes the method for 
Kristoffer Nordström of Softhouse.

>>

Pomodoro
Technique

– fits perfectly  inside Scrum
Scrum is focused on a 
team’s achievements, 

Pomodoro Technique is about 
the individual’s achievements”
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WHAT’S HOT?

ments, Pomodoro Tech-
nique is about the indi-

vidual’s achievements. Actu-
ally, Pomodoro Technique fits 
perfectly inside Scrum. You 
bring some activities from 
the Scrum board back to 
your desk and then start 
with your Pomodoro.

What would you see as 
the biggest advantages of 
working with Pomodoro? 
Pomodoro Technique gets 
you started. Neither bor-
ing tasks, nor complex tasks 

will drive you to sub activities – like 
pick up another cup of coffee, throw 
one more glance at a funny web page or 
play another round of Tetris – anymore. 
It will also make sure that you do the 
most important activity all the time. It’s 
very easy to get bogged down in details 
of one activity, when you should look 
around and figure out that another ac-
tivity is in urgent need to be done.

 
In what contexts is it not suitable to 
adopt Pomodoro?
If you’re not allowed to plan anything, 
everything is event-driven and you nev-
er have more than one possible activity 
to focus on – then Pomodoro Technique 
is waste. But even if part of your day has 
those traits, you can still use Pomodoro 
Technique for the other parts.

 
What are the weaknesses of 
Pomodoro? 
One weakness is that Pomodoro Tech-
nique doesn’t handle things that you 
need to do on a regular basis, but that 
are never the most important thing 
right now, e.g. cleaning your desk. 
However, since Pomodoro Technique is 
an adaptive process, you should get rid 
of anything that you believe is waste. 
You start by the book (Pomodoro 
Technique Illustrated) and then evolve 
the process every day to be suitable for 

your particular circumstances. All offic-
es, all projects and all people are differ-
ent and hence need their own process.

 
It seems to be very mentally exhaust-
ing for an individual to always work 
this intensely. Is it possible to work like 
this for a long time?
It’s true that Pomodoro Technique 
makes you extremely productive and fo-
cused. But, to have a sustainable pace is 
very important in Pomodoro Technique. 

If you get exhausted, then you should 
adapt your process. Take a 30 minute 
walk every fourth break or eat more fruit 
and drink less coffee for example.

 
Could you name a few typical metrics 
to evaluate after each Pomodoro? 
You should measure any experiment 
you make to improve your process, 
like Deming’s plan-do-check-act. If 
you find that you’re often interrupted, 
then record the type and number of 
interruptions. You’d be surprised how 
many times you stop doing what you 
were supposed to do and instead check 
your emails. If activities take longer 
time than you think, then record how 
many times you had to re-estimate. 
The first and most basic metric is 
the number of Pomodori (25 minute 
iterations) you complete every day.

 
Pomodoro has been around since 
the eighties, what is the current 
development?
Pomodoro Technique attained a wider 
interest in the world, when Pragmatic 
Bookshelf published my book Pomo
doro Technique Illustrated in 2009. Es-
pecially the translations in Chinese, 
Japanese and Korean are very popular. 
Most major software development and 
Agile conferences had talks on Pomo-
doro. There’s also a discussion list at 
Google Groups with many interest-
ing stories and tips from the commu-
nity. ■

Using YouTube video as bait

Fast, efficient and error-free 
work requires good feedback 
from product owner and stake-
holder. To catch their clients’ 
interest Softhouse developers 
used a YouTube video as bait.

 The development team 
from Softhouse was working 
on a phone app for Blocket.se 
(one of Sweden’s largest buy-
and-sell markets). The product 
owner and stakeholder 
planned to provide feedback 
on the final product, but the 
developers were convinced 
that feedback at earlier stages 
would speed up the work, and 
also lead to a better end result.

Trying out the bait 
“We put our thinking caps on 
and came up with the idea 
that we could send pictures of 
our app to our clients – or why 
not even a video film?” says 
Ingemar Andreasson, Scrum 
Master on the team.

 The first film was sent in 
an email with the following 
words: “We hope you’ll find 
a couple of minutes to watch 
this short film. Let us know 

what you think.” The response 
was immediate: “It’s already 
looking great! I am impressed 
how quickly you’ve managed 
to get it working.”

Encouraging active 
feedback 
This was exactly what the 
developers had hoped for, and 
so they went to work on the 
next film. This turned out to 
be too large to send via email 
and so was posted on YouTube 
instead. This was Blocket’s 
response: “We’d love to get a 
feel for the app. Is it too soon 
to send it to us?”

“And that was exactly 
where we wanted to be,” says 
Ingemar Andreasson. “Our 
goal was not only to get a pos-
itive response (although this 
is wonderful and important) 
but also to encourage active 
feedback from the customer. 
They ask us about what we’ve 
been doing, and want to help 
us by providing input all the 
way to final delivery.”
Ingemar Andreasson, 
ingemar.andreasson@softhouse.se

“We went fishing with a short video as bait and after a 
few casts we managed to reel in a product owner 
and a stakeholder,” says Ingemar Andreasson, Softhouse.
 

Lean Magazine’s trend spotter puts 
three quick questions to Arne Åhland-
er, Scrum trainer
Arne Åhlander is the Softhouse veteran who 
broke free and went freelance. He is a valued 
and popular lecturer and coach whom many of 
our customers have met on Softhouse’s train-
ing courses. We asked three quick questions.

What’s the hottest thing in Lean and Agile 
right now?
 The Cynefin framework which discusses how we 
can best manage the various types of reality we 
face – simple, complicated, complex or chaotic.

 Which ideas and approaches are starting 
to feel outdated?
There are still a great many supporters of the 
waterfall method, surprisingly enough. I think 
it’s due to ignorance of how best to deal with 
complex situations, and that there may be a 
need for different courses of action depending 
on the type of reality we find ourselves in.

If you were to put the software industry’s 
customers, clients and stakeholders back 
in the classroom, what would you put on 
the timetable?
Co-operation, communication, visualization, 
feedback, teamwork (cross-functional and self-
organizing), iterative development, incremental 
delivery, empirical process 
control, PDCA and Inspect 
and Adapt. And this is just 
for starters!

Arne Åhlander, Aqqurite AB 
– educator and consultant in 

Scrum, Agile and Lean.

BITS
&

PIECES

Don’t miss the next issue of Lean Magazine
Special Jubilee Edition! December 2011

>>
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Staffan Nöteberg
Staffan Nöteberg 

is the author of 

the best-seller 

Pomodoro Tech-

nique Illustrated, 

which has been translated 

into many different languages, 

most recently Swedish. Staffan 

also works with programming 

and Agile methods. You can 

find links to the book and much 

besides at 

www.staffannoteberg.se.

Pomodoro Technique 
Illustrated
Staffan Nöteberg
Pragmatic Bookshelf (2010)
ISBN-10: 1934356506 MAGAZINE
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Development Waste Brain Teaser!

The

Check your 
answers and 
Mark’s 
comments!

FEaTUrE CrEEP

InConSISTEnCY

WaITIng TImE

DEFECT hanDlIng

1

2

3

4

InFormaTIon loSS

DISPErSIon

TEChnICal DEbT

ConFInIng STrUCTUrE

5

6

7

8

Mark has illustrated his eight 
categories. 
Try to combine the illustrations 
with the concepts.

As most readers 
of Lean Magazine 

know, the categorization 
of waste (Japanese 

“Muda”) has its origin in Lean 
Manufacturing, as described for 

example by Shingo & Ohno, as well 
as in Lean Software Development, the 
modern classic written by Mary and 
Tom Poppendieck. According to the 
original Lean theory, there are seven 
types of waste which the Poppendiecks 
translated from product manufacturing 
to the world of software development in 
their famous book, published in 2003. 
This categorization has been adapted 
and supplemented for different working 
areas. During this process, an eighth 
waste has sometimes been added.

The eight development wastes 
which are suggested here are in a way 
something entirely new – they are 

based on a new categorization created 
by Mark Seuffert in 2011. 

“My influences have been The Agile 
Manifesto, which includes the princi-
ple of maximizing the amount of work 
not done, and Systems Thinking, from 
where the idea comes of not sub-opti-
mizing the parts of a system,” Mark 
Seuffert says. “If you are a Lean think-
er, you will recognize many of these. 
Agile developers, on the other hand, 
are probably familiar with terms like 
feature creep and technical debt.”

When Mark Seuffert defined his waste 
categories, he tried to put the original 
Lean Manufacturing theory aside and 
reinvent the Muda concept. He is curi-
ous to find out what colleagues have to 
say about his categorization.

“My hope is that my definitions can 
be helpful to others interested in these 
questions,” Mark Seuffert says.

A fresh look 
at waste

Mark Seuffert, systems consultant from Lund 
in southern Sweden, put aside the original 
Lean theory and redefined eight types of waste 
in software and hardware development.
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InconsIstency

What is it? Functionality that 
is rarely used, added without 
any demand or by wrong as-
sumptions. 
Comment: This happens 
when features are added that 
are not the result of collabora-
tion with customers and end 
users. 
How do we fix it? Make 
sure you know your goals, 
context and priorities.

What is it? Hindrance by 
waiting times and delays. 
Comment: When time is
spent waiting for activities, 
processes and people it
prevents even more tasks 
from being finished. 
How do we fix it? Avoid 
constant task switching and 
partly finished work; it helps to 
visualise flow and dependen-
cies.

What is it? Knowledge that is 
lost by inadequate communica-
tion or changing teams. 
Comment: This happens 
when face-to-face conversation 
is replaced by documents, or 
when important decisions are 
not written down or just remain 
in people’s heads. 
How do we fix it? Create 
easy access to experts and 
information.

What is it? Hindrance by 
separation with long feedback 
loops. 
Comment: Overall productiv-
ity drops with specialized or 
distributed teams. It’s better 
to have crossfunctional teams 
with collaboration between 
knowledge domains. 
How do we fix it? Avoid
sub-optimization and bring 
passionate people together.

What is it? Extra work that is 
caused by doing similar things 
differently. 
Comment: It takes time to 
understand how different parts 
fit together, even more time 
if they need to be changed or 
harmonised in order to work 
well together. 
How do we fix it? Aim for 
consistency, and apply the 
same patterns and standards.

What is it? Effort for identify-
ing and fixing defects. 
Comment: It’s more expensive 
to catch bugs late in develop-
ment, at a time when fixing 
them is harder because details 
are not familiar any more and 
problems affect more people. 
How do we fix it? Instead 
of mass testing, build quality in 
and hold regular design/code 
reviews.

What is it? Extra work  
accumulated by development 
shortcomings. 
Comment: With focus on 
short term results complex-
ity increases and quality de-
creases, which causes more 
maintenance and complete 
rewrites. 
How do we fix it? Spend 
time on maintainability and re-
factoring as neglected design 
is expensive design.

What is it? Surroundings 
difficult to change or with 
insufficient support. 
Comment: Warning 
signs to look for are heavy 
management, overly 
stringent processes, un-
used talent and unhappy 
employees. 
How do we fix it? Adapt, 
learn and improve continu-
ously.

How do you prefer to categorize waste?             Join the discussion on leanmagazine.net!

Feature creep InFormatIon loss technIcal debt

WaItIng tIme deFect handlIng dIspersIon conFInIng structure
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Eight development  wastes
mark seuffert is a German systems 
consultant living in Sweden. He cares 
about building productive environments for 
developing software and hardware, creating 
places where people enjoy working.



“We need someone to go to site X this 
week”, said our team lead. There was a 
sigh among the developers in the room. 

“I know, I know,” she apologized, 
“but we need to do this to keep man-
agement off our backs.”

Site X was a real pain. Some of the 
servers had the habit of crashing at ran-
dom times. Sometimes it worked fine for a week, 
sometimes it crashed several times a day. 

Nobody wanted to touch it. We knew it would 
mean sitting in a server room in the middle of 
nowhere, waiting for a crash to happen, and hop-
ing we could debug it when it finally did.

Up until now our team lead had managed to 
protect us from having to deal with this. This was 
the only site having this problem. Sending a devel-
oper there would be costly (this was before broad-
band connections where available everywhere). 
The case was bounced from department to depart-
ment. Nobody wanted to touch it.

After a lot of hesitation, I was one of the two 
developers who reluctantly agreed to go. Little did 
I know that I would change my attitude as soon as 
we arrived at our destination.

When we arrived, we were greeted by the site 
administrator. “I’m so happy you’re finally here!,” he 
exclaimed. We could immediately see that he was 
exhausted. While waiting for us to fix the problem, 
he had been forced to connect a watchdog to the 
server. Every time the server crashed his cell phone 
would ring and he would have to drive to the site 
and restart the servers. The phone had become a 
ticking bomb that could go off at any time. During 
the last month he had been constantly on call, he 
had not been sleeping properly, and he had not been 

able to go away for weekends. Needless to say it 
was an extremely stressful situation for him.

After hearing his story, all of our reluc-
tance to work on this problem was sud-
denly gone! We really wanted to help this 
guy out.

After some really hard work and 
more than our share of luck, we 

finally managed to find and fix 
the problem before our flight 

back home. The look of relief on the site admins 
face was priceless. I still remember him calling his 
wife while driving us to the airport. “Honey, they 
fixed the problem! Yes, really! I love you too. I’m 
coming home soon.” By learning the personal story 
behind that anonymous item in the bug tracking 
software that horrible assignment had turned into 
one of the most satisfactory moments in my career.

This is what software craftsmanship means to 
me: keeping situations like this from happening in 
the first place.

Every time we take a shortcut, skip writing 
that test, or guess at what is meant by a user story 
instead of asking, we risk that someone will suf-
fer from it. If we can keep this in mind we will 
increase our chances of creating software that is 
useful and proudly call ourselves professional 
software developers.

Joakim Karlsson is a tech & 
methodology consultant at 
Softhouse, Malmö, with a 
special interest for transform
ing abstract theory into applied 
knowledge. 
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