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Praise for Succeeding with Agile

“Understanding the mechanics of an agile process is just not enough. Mike Cohn has com-
piled a superb and comprehensive collection of advice that will help individuals and teams
with the intricate task of adopting and adapting agile processes to fit their specific chal-
lenges. This book will become the definitive handbook for agile teams.”

—Colin Bird, Global Head of Agile, EMC Consulting

“Mike Cohn’s experience working with so many different organizations in the adoption of
agile methods shines through with practical approaches and valuable insights. If you really
want agile methods to stick, this is the book to read.”

—Jeff Honious,Vice President, Innovation, Reed Elsevier

“Mike Cohn has done it again. Succeeding with Agile is based on his experience, and all of our
experience, with agile to date. He covers from the earliest days of the project up to maturity
and ofters advice for the individual, the team, and the enterprise. No matter where you are
in the agile cycle, this book has something for you!”

—Ron Jeffries, www. XProgramming.com

“If you want to start or take the next step in agile software development, this book is for you.
It discusses issues, great solutions, and helpful guidelines when scaling up in agile projects.
We used the guidelines from this book extensively when we introduced agile in a large,
FDA-regulated department.”

—Christ Vriens, Department Head of MiPlaza, part of Philips Research

“If making the move to agile has always baffled you, then this book will unlock its mysteries.
Mike Cohn gives us all the definitive, no-nonsense guide to transforming your organization
into a high-powered, innovative, and competitive success.”

—Steve Greene, Senior Director, Program Management and Agile Development,
www.salesforce.com

“Mike Cohn is a great advisor for transforming your software organization. This book is a
distillation of everything Mike has learned over the years working with companies that are
trying to become more agile. If you are thinking of going agile, pick up this book.”
—Christopher Fry, Ph.D.,Vice President Development, Platform,

www.salesforce.com

“Whether youre just starting out or have some Scrum experience under your belt, in
Succeeding with Agile, Mike Cohn provides a wealth of information to guide you in your
quest toward continuous improvement. Throughout the book, concepts are reinforced
with practical everyday advice, including how to handle objections and thought-provoking
‘things to try now. An extensive list of recommended readings round this out to be a must
have book.”

—Nikki Rohm, Studio Director Project and Resource Management, Electronic Arts
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“The first steps along the path of improving your software process with Scrum are hard, and
every step reveals new challenges. In Succeeding with Agile, Mike Cohn shows how other
organizations have followed this path, how you can learn from them to have a successful
implementation of Scrum, and put your organization on the path of constant improvement
and delivery of value.”

—Johanes Brodwall, Chief Scientist, Steria Norway

“I began to recommend Mike Cohn’s new book as soon as I began to review it. It seems that
as soon as someone asked me a question about some corner of agile development, I would
realize that I had just read something excellent in one of Mike’s chapters. I am so glad the
book is finally out so I can stop saying, ‘Mike Cohn has a great new book coming out soon
that will talk about this problem.” Now I can say, ‘Mike’s book is out! Get it!””

—Linda Rising, Coauthor with Mary Lynn Manns of Fearless Change: Patterns for
Introducing New Ideas

“The title says it all; this is an astonishingly insightful and pragmatic guide to succeeding with
agile software development. If you only read one agile book, this is the one. I want to give
it to all my clients now!”

—Henrik Kniberg, Agile Coach, Agile Alliance Board Member, Author of Scrum and
XP from the Trenches

“Mike Cohn blends thorough theoretical knowledge with practical hands-on techniques.
This is another great agile book from Mike. It will help your team, your department, or
@ your whole organization Succeed with Agile” @
—Matt Truxaw, Application Delivery Manager, Kaiser Permanente IT, Certified Scrum
Master

“Mike Cohn’s new book is the definitive guide for companies transitioning to Scrum. Its
contents are practical and easily accessible. Get it, read it, and apply it!”
—Roman Pichler, Author of Agile Product Management with Scrum

“Succeeding with Agile is at once enormously practical, deeply insightful, and a pleasure to read.
It combines great ideas with stories and examples from around the software industry and
will appeal to a wide range of readers, from those looking to adopt a new company-wide
agile process to developers who just need to improve the way a team is running a single
project.”

—Andrew Stellman, Developer, Project Manager, and Author of Head First PMP,
Beautiful Teams, Applied Software Project Management

“Adopting agile methods is hard enough on a greenfield web app in a small company.
Transforming an enterprise is another matter. This book captures challenges like the ones
we faced and offers insight and, more importantly, practical approaches.”

—DMichael Wollin, Senior Development Manager, Broadcast Production Systems, CNN
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“Mike Cohn has put together a fantastic book of guidelines to not only start the Scrum im-
plementation, but to turn your entire corporation into an agile community. I have already
implemented many of the recommendations included in this text and have seen a positive
influence on the support for Scrum within our organization.”

—James Tischart, CSM, CSP, CTFL,Vice President, Product Delivery, Mx Logic, Inc

“In Succeeding with Agile, Mike Cohn has scoured and sifted through the collective experi-
ence and lessons of not only scores of different projects, teams, and organizations from his
own agile experience, but also from the experience of countless others. He provides real-
world stories from the trenches, useful data and studies, and invaluable insights into what
has and hasn’t worked well when adopting, adapting, and scaling Scrum. What I like best
about the book is where Mike provides wisdom on several different alternatives and ap-
proaches and the circumstances in which each is most suitable.”

—Brad Appleton, Internal Agile Consultant at a Fortune 100 telecommunications
company

“I believe Mike Cohn’s book will answer many questions and issues that people and teams
struggle with in terms of how to improve collaboration, communication, quality, and team
productivity. I especially appreciate and agree with Mike’s statement that ‘there can be
no end state in a process that calls for continuous improvement.’ This is hard work and it
requires persistence, teamwork, and good people. I plan to make Succeeding with Agile man-
datory reading within my organization, just like we did with his book on Agile Estimating
and Planning.”

@ —Scott Spencer,Vice President Engineering, First American CoreLogic, Inc.

“Mike Cohn has done it again. This comprehensive study of agile software development
provides numerous techniques and methodologies to achieve success. I enthusiastically rec-
ommend this book to anyone who wants to start using agile or wants to improve their
software development process.”

—Benoit Houle, Senior Development Manager, BioWare (a Division of Electronic Arts)

“There’s no doubt that Mike Cohn’s new book will become the reference on how to run
software projects with Scrum.The book is very carefully crafted and avoids the trap of giv-
ing you the one, simple recipe to all your problems. Though mainly centered on Scrum,
Mike draws on various other techniques to produce a handbook that is thorough and
complete. This is not a hasty mash-up supported by just an act of faith or a single experi-
ence. The examples are credible and are a testimony of Mike’s vast personal experience of
the topic.”

—Philippe Kruchten, Professor of Software Engineering at University of British
Columbia

“This book is packed with useful advice on how your organization can become agile. It’s a
practical handbook for coaches and change agents who face real-world challenges, such as
scaling agile for distributed teams, and who seek to engage with the wider organization. I
love the way that Mike Cohn brings the book to life with stories from situations he’s faced
in the industry and follows up with data and insights from research. I learned something
new from every chapter, and I bet you will too.”

—Rachel Davies, Coauthor of Agile Coaching
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To Laura, Savannah, and Delaney
for making me the one who knows.

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

‘ ‘ Frontmatter.indd 9 @ 10/1/09 10:51 AM‘



| T ® [ [ [

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

‘ ‘ Frontmatter.indd 10 @ 10/1/09 10:51 AM‘



L T ] ®

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Contents

FOREWORD .. ........ ... ¢t tiiececncnnanancancannnnns Xvii
ACKNOWLEDGMENTS.. . - = v -« s c s s s s mmsmnncennnnsenennn XIX
ABOUT THE AUTHOR. . .« -+t s st st s e m e m e mm e ananenens XX
INTRODUCTION . . ... ...t ii s e eneancannannenn XXV
Partl GettingStarted. ......... ... ... ... .. . .. .. 1

1 Why Becoming Agile Is Hard (But Worth It). ................... 3

Why Transitioning IsHard .. ......... ... .. ... . ... 5

Why It's Worth the Effort . .. ... ... .. . 10

Looking Forward . ...... ... .. 17

Additional Reading. . ........ ... .. . . 18

2 ADAPTINgto Scrum ...t 21
AWAIEBNESS . . . o ettt e 23

DESITE .o 26

Ability . 31

Promotion . . ... 34

Transfer. .o 37

Putting It All Together. . ... ... 40

Additional Reading. .. ... ... .. 4

3 Patterns for Adopting Scrum.......... ... 43

Start Smallor Go All In. ... ... . 43

Public Display of Agility or Stealth. .. .......... ... ... ... ... ... .. ... ... 47

Patterns for Spreading Scrum ... ... 50

Introducing New Technical Practices. .................... ... ... ......... 55

One Final Consideration.............. ... .. 57

Additional Reading. . .. ... .. 58

4  |terating Toward Agility ... 61

The Improvement Backlog . .......... ... . .. .. 62

The Enterprise Transition Community ........... .. ... ... .. ... ... ..., 63

Improvement Communities. ... ........... 70

One Size Does Not Fit All. . ... ... . 79

Looking Forward . ... ... 79

Additional Reading. .. ... .. ... 80

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

‘ ‘ Frontmatter.indd 11

®

Xi

10/1/09 10:51 AM ‘ ‘



L T ] ® (. | |

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

5 YourFirstProjects. ... 81
Selectinga Pilot Project . ... ... ... ... . .. 81
Choosing the Right Time to Start. ................. ... ... ... .......... 84
SelectingaPilotTeam .......... ... . 86
Setting and Managing Expectations . ............ . ... .. 88
[t'sdustaPilot ... .. ... . . . . . 92
Additional Reading. .. ... ... 92

Part Il Individuals ....... ... ... .. i, 95

6 Overcoming Resistance...........c.ooviiiiiiiiinnnnnnns 97
Anticipating Resistance . . ... 97
Communicating About the Change. . .......... ... ... ... ... ... ........ 101
The Hows and Whys of Individual Resistance. ............................ 104
Resistance asa UsefulRed Flag . .......... ... .. ... ... ... ... ... .. ... 114
Additional Reading. ... ... 115

7 NewRoles ... 117
The Role of the ScrumMaster ... .. 117
The Product Owner. ... ... 125
New Roles, Old Responsibilities . ............ ... ... . ... ... .. 134
Additional Reading. ... 135

® 8 ChangedRoles. ... ..o 137 ®
ANalYStS ..o 137
Project Managers . . .. ... 139
ArchiteCtS . ... 142
Functional Managers . . ... ... 144
Programmers. .. ... ... 146
Database Administrators . ... ... 148
TOS OIS 148
User Experience DeSIgners. . .. ...t 151
Three Common Themes .. ... ... i 153
Additional Reading. . ... .. 153

9 Technical Practices ...t 155
Strive for Technical Excellence. . ........... ... ... ... . .. ... ... 155
Design: Intentional yet Emergent. .. ... 166
Improving Technical Practices Is Not Optional. . ........................... 171
Additional Reading. . ......... . ... ... 172

Partlll Teams........ ... i 175
10 Team Structure ........coviiiii i 177

Feed Them Two Pizzas . ...... ... 177

Favor Feature Teams. ... ... o 182

xXii

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

‘ ‘ Frontmatter.indd 12 @ 10/1/09 10:51 AM‘ ‘



L T ] ®

‘ ‘ Frontmatter.indd 13

11

12

13

14

15

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Self-Organizing Doesn't Mean Randomly Assembled. . ..................... 189
Put People on One Project . ......... ... .. 191
Guidelines for Good Team Structure . ................ i 197
OnwWard . ... 199
Additional Reading. . ........ .. ... 199
Teamwork. ... ..o 201
Embrace Whole-Team Resposibility. . ............. oo i 201
Rely On Specialists but Sparingly ................ ... ... ... ... ........ 204
Do a Little Bit of Everything All the Time. .. .............................. 206
Foster Team Learning . .......... ... ... . . 209
Encourage Collaboration Through Commitment ........................... 215
All Together Now . ... ..o 217
Additional Reading. . ... 218
Leading a Self-Organizing Team............................ 219
Influencing Self-Organization. . .............. ... ... ... ... ... ... ....... 220
Influencing Evolution ...... ... ... ... .. 227
There's More to Leadership Than Buying Pizza . ........................... 232
Additional Reading. . . ... 233
The ProductBacklog ... 235
Shift from Documents to DisCUSSIONS ... ..ot 236
Progressively Refine Requirements . ................ ... . ... ..., 242
Learn to Start Without a Specification. . ................................. 249
Make the Product Backlog DEEP ... ... ... ... ... .. .. ... . ... ... ... .. 253
DontForgettoTalk. ... .. . ... . 254
Additional Reading. . ......... ... 254
SNt . e 257
Deliver Working Software Each Sprint . .......... ... ... ... ... ... .. ... 258
Deliver Something Valuable Each Sprint . ... ......... ... ... ... ... ... ... 262
Prepare in This Sprint forthe Next. . . ........... ... .. ... .. ... .. ....... 266
Work Together Throughout the Sprint . ......... ... ... ... ... ... ... 268
Keep Timeboxes Regularand Strict................. ... . ... ... ....... 276
DontChangethe Goal . ........ ... o 279
Get Feedback, Learn, and Adapt ........... ... ... .. ...l 283
Additional Reading. . ....... ... ... ... 284
Planning ... ..o 285
Progressively Refine Plans . ... 286
Don't Plan on Overtime to SalvageaPlan.......... . ... ... ... ......... 287
Favor Scope Changes When Possible .. ............. ... ... ............ 292
Separate Estimating from Committing. . ........... ... ... ... ... ... ...... 296
SUMMANY. .. 305
Additional Reading. . ... 305

®

xiii

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

10/1/09 10:51 AM ‘ ‘



‘ ‘ Frontmatter.indd 14

Xiv

16

Part IV
17

18

19

20

® (. | |

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Quality . .o 307
Integrate Testing into the Process .. ......... ... ... .. .. ... ... ...... 308
Automate at Different Levels. .......... ... ... ... ... ... ... 31
Do Acceptance Test—Driven Development. . .............................. 317
Pay Off Technical Debt. . .......... ... 320
Quality IsaTeam Effort . ... 323
Additional Reading. . . ... 323
The Organization.............. ... ... ..., 325
Scaling Scrum ... 327
Scaling the Product Owner. ... . 327
Working with a Large Product Backlog .................................. 330
Proactively Manage Dependencies . ............ ... ... . ... ........ 333
Coordinate Work Among Teams. . .............. . i 340
Scaling the Sprint Planning Meeting. . . ............. ... . ... ... ... 345
Cultivate Communities of Practice. . .............. ... .. ... ... 347
ScrumDoes Scale. . ... 352
Additional Reading. . ........... ... ... 353
Distributed Teams ... e 355
Decide How to Distribute Multiple Teams. .. ............ ... .. ... .. ... 356
Create CONBIENCE. . ... .. 359
Get Togetherin Person. ... ... .. .. . . . 367
Change How You Communicate. ............... ... . ... ... ......... 372
MEEBLINGS. . . . 375
Proceed with Caution............ ... .. . . 386
Additional Reading. . . ... 387
Coexisting with Other Approaches ......................... 389
Mixing Scrum and Sequential Development . ................. ... ... ..., 389
GOVEIMANCE. . . . oottt e e e e e e 394
Compliance. . ... o 396
Onward . ... 402
Additional Reading. . ......... . ... 402
Human Resources, Facilities,andthe PMO.................. 405
Human Resources. . ...... ... 406
Facilities . . ... . 412
The Project Management Office. .. .............. ... .. ... ... ... ... ... 420
The BottomLine . ... 424
Additional Reading. . ......... ... . 424

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

®

10/1/09 10:51 AM ‘ ‘



L T ] ®

‘ ‘ Frontmatter.indd 15

Part V
21

22

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Next Steps ... 427
Seeing How FarYou'veCome ..., .. 429
The Purpose of Measuring. . .........oooi 429
General-Purpose Agility Assessments. . ..., 430
Creating Your Own ASSESSMENt. . . ... oot 437
A Balanced Scorecard for Scrum Teams .. ............ ... ... 438
Should We Really Bother with This? ... ........... ... ... ... ... ......... 443
Additional Reading. . ........ .. ... 444
Youre NotDoneYet ... 447
Reference List ..........ooiiiiii e 449
INAEX .o 465

®

XV

10/1/09 10:51 AM ‘ ‘



| T ® [ [ [

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Copyright 2009, Mike Cohn. www.mountaingoatsoftware.com and www.SucceedingWithAgile.com

‘ ‘ Frontmatter.indd 16 @ 10/1/09 10:51 AM‘



BNl 3 aEEE ®

From "Succeeding with Agile: Software Development Using Scrum" by Mike Cohn

Foreword

All the time I hear people talking about software projects as journeys, and I think
they are implying that software projects are not just journeys, but they are jour-
neys into the unknown. We start with funding from a sponsor, muster together a
stout-hearted crew, head out in what we guess might be a useful direction, and the
rest is The Odyssey. We live the tales of the brave Odysseus: tales of Lotus Eaters,
the Cyclops, Circe, the Sirens, Scylla, and Calypso. We succeed or fail only with
the help or rage of the gods. How wonderfully romantic, and how perfectly silly.

I think that the more appropriate analogy along this line is the project as an
expedition. We have a goal or a short list of goals. We have some well-proven maps;
we have some vaguer ones, too. We have the advice and journals from those who
have been out there and made it back to tell their stories.

We don’t walk out the door and face the unknown; but on the other hand,
there are some big question marks, and these bring us into a high-risk position. We
accept these risks, because if the expedition can succeed there are surely significant
rewards. We have skills, but there are uncertainties.

How do we deal with this? I recommend that we look back, oh, about 300
years, to the York Factory on Hudson Bay in Canada. At that time this was the
headquarters of the Hudson Bay Company. The Hudson Bay Company’s main
line of business was to be the supplier of all necessary provisions for fur traders
going out on, you guessed it, expeditions, from Hudson Bay. The fur traders devel-
oped a great way to start an expedition, and it was called “The Hudson Bay Start.”
Having done their one-stop shopping at The Company, the fur traders would go
out of Hudson Bay only a mile or two and set up camp.Why? Certainly not to set
up traps; they wanted to discover what they forgot to bring while they were less
than an hour’s hike back into town! Being the excellent project person that you
are, you know that for the vast majority of time the leather-faced expert fur trader
would reappear for another shopping trip.

What the heck does all this have to do with the book in your hands right
now? With Succeeding with Agile, Mike Cohn has delivered The Hudson Bay Start
for agile development. This is it. This is a weather-beaten experienced fur trapper
giving you the checklist to work through before you begin your expedition. By
reading this book, you will find that Mike brings up issues that you never thought
of, offers advice on how you might handle situations, and helps you define new

roles on your team.

xvii
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Don'’t be the only person on your team to read this book; with self-organizing
teams anyone can be expedition leader at any given time. This book is going to
lead to many very interesting discussions; I guarantee it.

[ worry a bit that I am saying that Mike has handed you a book without
choices for you. He points out early and often that you must make your choices
on individual, team, and organizational issues.

Succeeding with Agile is not about having a single successtul project; it is about
how agility can transform an organization. I guess in Hudson Bay terms, it’s about
how to have a great career as Voyageurs.

If you have any lingering doubts about Mike as an experienced expedition
leader, notice that his company is Mountain Goat Software.

Tim Lister
Principal, The Atlantic Systems Guild, Inc.
New York City

Xviii
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Test and Quality Engineering, Agile Times, and the C/C++ Users Journal. Mike 1s a
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Introduction

This is not a book for those who are completely new to Scrum or agile. There
are other books, classes, and even websites for that. If you are completely new
to Scrum, start with one of those.! Nor is this a book for purists. They can find
many blogs that will argue the one, true way of agile or Scrum. This is a book for
pragmatists. It is for those who have started with Scrum and then encountered
problems or for those who have not yet started with Scrum but who know they
want to. They don’t need to read again about how to draw a burndown chart or
what three answers each person gives at the daily scrum. They need advice on the
harder stuft—how to introduce and spread Scrum, how to get people to let go of
doing a big design at the start of the project, how to deliver software that works
by the end of each sprint, what managers do, and more. If these concerns sound
familiar, this is a book for you.

To answer these questions, this book draws on my experience with Scrum
over the past 15 years, but especially over the last 4. For the last 4 years, every
evening after I spent the day with one of my clients, I would go back to my hotel
room and make notes about the problems they were facing, the questions they
asked, and the advice I gave.I then followed up, either with return visits or e-mails.
[ wanted to know for sure what advice was working to solve which problems.

As I collected the questions, problems, and advice, I was able to look for com-
mon themes. Some obstacles were completely unique to one client or one team.
Others were more prevalent and repeated across many teams and organizations.
It is these more universal problems—and my advice on overcoming them—that
form the basis of this book. This advice is particularly evident in two ways: First,
most chapters include boxes labeled Things to Try Now. These re-create the advice
I found myself giving most often or that was most helptul in particular situations.
Second, most chapters also include boxes labeled Objection. I have tried in these
boxes to reproduce a typical conversation in which someone disagreed with the
point I was making at the time. As you read these objections, try to hear the voice
of some of your coworkers. I suspect you have heard many of the same objections.
In these boxes, you will see how I've sought to overcome them.

1 A good starting point is www.mountaingoatsoftware.com/scrum.
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XXVi ‘ Introduction

What Else I've Assumed About You

Beyond assuming that you understand the basics of Scrum and now want to either
introduce it into your organization or get good at it, [ assume that you have some
influence within the organization. That doesn’t mean I have aimed this book at
directors, vice presidents, and the CEO. The type of influence I am assuming is
just as likely to come from your personality and individual credibility with your
coworkers as it is to come from whatever job title is on your business card. Sure,
having a fancy title can help. But as we’ll see, the type of influence needed to suc-
ceed with Scrum more often comes from opinion leaders.

How This Book Is Organized

When I began this book four years ago, my working subtitle was Getting Started
and Getting Good, as those were the two things I really wanted to help with. In
collecting anecdotes and giving advice, I realized that getting started and getting
good at Scrum are the same thing. There are not separate techniques we apply to
start and then different techniques we use to get good at it.

Part I is about getting started—it includes advice on whether to start small
or convert everyone at once, how to help people move from being aware that a
new process is needed to desiring change to having the ability to do it, and how
to select initial projects and teams.You will use the basic mechanisms introduced
in this section not only to get started but also to get good. Among these are the
improvement communities and improvement backlogs of Chapter 4, “Iterating
Toward Agility.”

In Part II, I focus on individuals and the changes each needs to make as part
of the process of adopting Scrum. Chapter 6, “Overcoming Resistance,” describes
the type of resistance some individuals may exhibit. In it, I offer advice for think-
ing about why someone is resistant and then provide guidance on how to help
the person get past the resistance. Chapters 7 and 8 describe the new roles that
exist on a Scrum project and the changes necessary in the traditional roles, such as
programmer, tester, project manager, and so on. Chapter 9, “Technical Practices,”
describes some of the technical practices (continuous integration, pair program-
ming, test-driven development, and so on) that should be used or at least ex-
perimented with and that can change much of how individuals approach their
day-to-day work.

In Part I1I, we expand outward from individuals to teams. We look first at how
to structure teams to best achieve the benefits of Scrum. Next,in Chapter 11,“Team-
work,”I cover the nature of teamwork on a Scrum project. In Chapter 12,“Leading
a Self-Organizing Team,” we look at what it means to lead a self~organizing Scrum
team. In that chapter, I provide specific advice for what ScrumMasters, functional
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A Note on Some Terms ‘ XXVii

managers, and other leaders can do to help a team self~organize for success. Chap-
ters 13—15 round out Part Three with a discussion of sprints, planning, and quality.

Part IV expands our focus outward once more, this time to the organization.
In Chapter 17,“Scaling Scrum,” we take an extended look at what is necessary to
scale Scrum up to work on large, multi-team projects. In Chapter 18, “Distributed
Teams,” we consider the additional complexities of distributed teams. Then, in
Chapter 19,“Coexisting with Other Approaches,” we add yet more complexity by
discussing how to make Scrum work when part of the project uses a sequential
process or when there are compliance or governance requirements. Part IV con-
cludes with Chapter 20, “Human Resources, Facilities, and the PMO),” focusing
on special considerations of the impact of Scrum on an organization’s human
resources, facilities, and project management oftice groups.

Part V contains two chapters. Chapter 21, “Seeing How Far You’ve Come,”
summarizes various approaches to measuring how far an organization has pro-
gressed in becoming agile. Chapter 22,“You're Not DoneYet,” concludes the book
with the reminder that being agile requires continuous improvement. It doesn’t
matter how good you are today; to be agile you must be better next month.

A Note on Some Terms

As with most things, writing about Scrum is harder than talking about it. It is too
easy to misinterpret a sentence or take one sentence out of context. To avoid these
problems, I have tried to be careful and precise in my use of certain terms. I use
the word developer, for example, to refer to anyone on the development side of
the project. This includes programmers, testers, analysts, user experience designers,
database administrators, and so on.

The word feam poses its own challenges. It, of course, includes the develop-
ers, but does team include the ScrumMaster and product owner? Naturally, this
depends on the context. When I have wanted to be especially clear, I use whole
feam to refer to everyone: developers, product owner, and ScrumMaster. However,
slavish use of whole team would have reduced the readability of the book. So you
will encounter team as well, but usually in places where the context makes it suf-
ficiently clear which group I'm referring to.

In referring to Scrum and agile teams, I have also needed a term to refer to
those teams that are neither. In various places, I have used sequential, traditional, and
even non-agile. Each conveys a slightly different meaning and is used appropriately.
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How to Use This Book

Many books have a heading like the one above this sentence. But those headings
usually say How to Read This Book. The best way to read this book is to use it.
Don't just read it. When you encounter a Things to Try Now section, try some of
them. Or note them and try them at your next retrospective or planning meeting,
if that is what I recommended.

[t is not necessary to read the book in order. In fact, there could well be entire
chapters you do not need to read. If in your organization’s quest to become good
at Scrum, you have no significant problems with planning and no distributed
teams, then skip or skim those chapters. I do, however, recommend that everyone
read at least the first four chapters and read them in order. They lay the foundation
for much of what follows.

In Chapter 4 you will be introduced to the idea of improvement communi-
ties and improvement backlogs. An improvement community is a group of like-
minded individuals who are passionate about driving improvements in a particular
area. One improvement community could form when three people passionate
about the product backlog decide to collect best practices and advice to share
across teams. Another improvement community could include hundreds of people
interested in improving how your organization tests its applications. An improve-
ment backlog is exactly what it sounds like—a prioritized list of things that an
improvement community would like to help the organization get better at.

One of my hopes is that improvement communities—including the Enter-
prise Transition Community that guides and energizes the transition effort—will
use this book to load their improvement backlogs. In fact, many of the top-level
section headings have been deliberately worded so that those headings can go right
onto an improvement backlog. As examples, consider “Shift from Documents to
Discussions”in Chapter 13,“Prepare in This Sprint for the Next”in Chapter 14,and
“Automate at Difterent Levels” in Chapter 16.

As a long-time Scrum trainer and consultant, I have worked with hundreds
of teams and organizations, and I've come to believe that success with Scrum is
possible for every organization. Some will have a harder time than others. Some
will be challenged by a rigid corporate culture. Others will confront entrenched,
difficult personalities facing personal loss. The lucky ones will have supportive
leadership and passionately engaged employees. What each of these organizations
will have in common, though, is the need for pragmatic and proven advice. I have
written this book with the hope of providing it.
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