

    
        
          Agile Rx: A Prescription to Guide Agile Leaders

        

        
        
          Daniel Silverman

        

        
          Published by Momentrek Solutions, LLC, 2024.

        

    



  	
  	
			 

			
		
    To my wife for always telling me to just publish all my writings, here's one. 
To my parents for making me possible.
To Hunter, Kim, Celia, Max, and Lucy.

      

    


[image: Cover]
Table of Contents

Introduction

Everything You Need To Know About Agile

Challenge

The 7 Agile Leader Mistakes - Mistake #1 - Practices Over Principles

The 7 Agile Leader Mistakes - Mistake #2 - Not Recognizing The Problem To Be Solved

The 7 Agile Leader Mistakes - Mistake #3 - Absent Leadership Support

The 7 Agile Leader Mistakes - Mistake #4 - Lack of Agile Governance

The 7 Agile Leader Mistakes - Mistake #5 - Only Following the Rules

The 7 Agile Leader Mistakes - Mistake #6 - A Bad Taste

The 7 Agile Leader Mistakes - Mistake #7 - Can't Let Go, Not Letting It Flow

Building a Strong Foundation

Diagnosis

Prescribing Solutions

Overcoming Resistance

Nurturing a Culture of Agility

Thriving in the Agile Era

Fail to Succeed

Objectives and OKRs

Granularity is a Killer

Task Work vs Knowledge Work

When To Chase Waterfalls

Customer Centricity

Agile Manifesto Remastered

Tools of the Trade

Agile Management Tools

Collaboration Tools

Prescriptions - Agile Frameworks

Frameworks - Scrum

Frameworks - Kanban

Frameworks - Scaled Agile Framework (SAFe)®

Frameworks - FAST Agile

Frameworks - LeSS

Frameworks - Scrum at Scale (SaS)

Frameworks - Nexus

Frameworks - Disciplined Agile (DA)

Frameworks - Enterprise Kanban or Portfolio Kanban

The Value Stream

Business Agility

Design Thinking

Lean Portfolio Management

Lean Agile Center of Excellence

SecDevOps Leadership

Agile Career Paths

How Many Coaches, Scrum Masters and Product Owners?

How Do I Know if Agile is For Me?

The Agile Coach

Continuous Learning of Ways of Working

Modern Ways of Working

AI and Leadership

Now and Then: The Future of Agile Leadership

Agile Rx

A Prescription For Agile Leaders

Daniel Silverman

First Edition published by Momentrek Solutions, LLC 2024

Copyright © 2024 by Daniel Silverman

All rights reserved. No part of this publication may be reproduced, stored or transmitted in any form or by any means, electronic, mechanical, photocopying, recording, scanning, or otherwise without written permission from the publisher. It is illegal to copy this book, post it to a website, or distribute it by any other means without permission.

Daniel Silverman asserts the moral right to be identified as the author of this work.

Daniel Silverman has no responsibility for the persistence or accuracy of URLs for external or third-party Internet Websites referred to in this publication and does not guarantee that any content on such Websites is, or will remain, accurate or appropriate.

Designations used by companies to distinguish their products are often claimed as trademarks. All brand names and product names used in this book and on its cover are trade names, service marks, trademarks and registered trademarks of their respective owners. The publishers and the book are not associated with any product or vendor mentioned in this book. None of the companies referenced within the book have endorsed the book.

First Edition

	[image: image]
	 	[image: image]


[image: image]



[image: image]


one

Introduction

This book should serve as guidance to leaders and future leaders in the agile space trying to gain knowledge and perspective on how to be better in our roles. 

I wrote this book after almost two decades of coaching, consulting, and being a part of many different agile transformations. This experience includes being “in the trenches” and being an Agile Leader.

I’ve been asked many times, “Have you ever thought about writing a book about Agile and your experiences?”

My answer has always been, “No, but I have thought about writing a book on ‘How To Fail at Agile’. I’ve felt there were already many books that try to offer wisdom on how to do agile well. However, if there was a book that showed us how to fail at it and that put an emphasis on what it takes to NOT succeed with Agile, there would be more to learn from it. 

In some ways, this book is a compromise. There’s a balance of what you should be thinking about to do well, but there’s also honest insight into what causes failure. 

It’s also written in a modular way where you may not even have to read the entire book to find value.

You might be able to read the next chapter and know everything you need to know about Agile. 
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Everything You Need To Know About Agile

Value.

Adapt.

Improve.
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Challenge

I am serious about the previous chapter. Those three words are all you need to understand to be successful at Agile. 

You need to constantly be aware of what the highest VALUE is and your teams should always focus on delivering it to your customers and users.

With the fast changes that come, both from internal and external motivations, the ability to ADAPT with little to no resistance or pain is crucial. 

Finally, we need a relentless state of being to always strive to IMPROVE, every second of every day, with every component of our system and processes.

If you are doing those three things, you will be successful every time. 

However, I am aware it is always more complicated than that. Primarily because not everyone involved is aware of the importance of those three things to make Agile work. I wouldn’t have been able to write the remaining words in this book if that was so.

As agile leaders, we are tasked with the responsibility of guiding our teams towards success in an ever-changing landscape. However, this journey is not without its fair share of challenges. 

In this book, we will explore the key obstacles faced by agile leaders today and how Agile Rx offers valuable insights to overcome them.

1. Navigating Uncertainty: One of the greatest challenges faced by agile leaders is navigating uncertainty. The fast-paced nature of today's business environment demands quick decision-making and adaptability. 

However, it can be difficult to strike a balance between being decisive and remaining flexible.

Agile Rx provides understanding for embracing uncertainty through its core principles. By fostering a culture of continuous learning and experimentation, agile leaders can empower their teams to embrace change and make informed decisions in the face of uncertainty.

2. Managing Stakeholder Expectations: Another challenge that often plagues agile leaders is managing stakeholder expectations. With multiple stakeholders involved in any project, each with its own set of priorities and demands, it can be challenging to strike a balance that satisfies everyone. Agile Rx emphasizes effective communication as a means to manage stakeholder expectations successfully. By establishing clear channels of communication and involving stakeholders throughout the process, agile leaders can ensure alignment and foster collaboration.

3. Overcoming Resistance to Change: Change is never easy, especially when it disrupts established routines or processes within an organization. Agile leaders often encounter resistance from team members who are hesitant to embrace new ways of working. 

Agile Rx recognizes the importance of addressing resistance head-on through open dialogue and active engagement with team members. By providing support, resources, and training opportunities, agile leaders can help their teams overcome resistance to change while emphasizing the benefits that agility brings.

4. Balancing Short-term Results with Long-term Vision: In an era driven by immediate results, striking a balance between short-term goals and long-term vision becomes a significant challenge for agile leaders. It can be tempting to focus solely on quick wins and lose sight of the bigger picture. Agile Rx encourages agile leaders to maintain a long-term perspective while also celebrating short-term successes. 

By setting clear goals and regularly reviewing progress, leaders can ensure that their teams stay on track toward the larger vision.

5. Building and Sustaining High-Performing Teams: Building and sustaining high-performing teams is a challenge that every agile leader faces. It requires finding the right balance of skills, fostering collaboration, and empowering individuals to take ownership of their work. Agile Rx provides insights into effective team-building strategies such as forming cross-functional teams, promoting psychological safety, and encouraging continuous feedback. 

By implementing these strategies, agile leaders can create an environment where high performance becomes the norm.

Conclusion: As agile leaders, we are constantly faced with challenges that test our ability to adapt and lead in dynamic environments. Agile Rx offers valuable insights into overcoming these challenges by embracing uncertainty, managing stakeholder expectations effectively, addressing resistance to change head-on, balancing short-term results with long-term vision, and building high-performing teams.

By applying the principles outlined in Agile Rx, we can navigate these obstacles successfully and guide our teams toward greater agility and success. Let us embark on this journey together as we explore how being an agile leader is similar to being a medical doctor – both require constant learning, adaptability, empathy, and above all else - a commitment to the well-being of those under our care.

Of course, like doctors, we do make mistakes.
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The 7 Agile Leader Mistakes - Mistake #1 - Practices Over Principles

As an agile leader, it is crucial to understand that simply jumping into the practices of agility without first grasping the underlying principles will hinder your journey toward true agility. This chapter explores Mistake #1: Placing practices over principles and emphasizes the importance of starting with the principles to foster a successful agile transformation.

In the world of agile, becoming truly agile as an individual, team, or organization cannot be achieved by solely focusing on the practices. It is essential to delve deep into the principles that serve as the foundation of agility. 

Neglecting this step often leads to failure and leaves individuals wondering what went wrong. Even if you have mastered all the practices of popular frameworks like Scrum, without understanding and embracing the principles behind them, true agility will remain elusive.

To embark on a genuine agile transformation journey, it is vital to prioritize principles over practices. Agile is not merely about implementing certain methodologies or processes; it encompasses a mindset and way of thinking that permeates every aspect of your work. 

A true transformation occurs when this mindset aligns with the guiding principles and becomes fully ingrained in your approach.

One common question that arises when discussing agile transformations is how long it takes to achieve such a shift. The answer may come as a surprise: one second. 

True transformation happens in an instant when that proverbial lightbulb goes off in your mind, signaling your complete grasp and understanding of the agile mindset. It does not occur when you start doing agile things; rather it begins with adopting an agile way of thinking.

By prioritizing principles over practices, you lay a solid foundation for your agile journey. This approach simplifies navigating through complexity and fosters a deeper understanding of how agility can be applied effectively in various contexts.

When embarking on an agile transformation journey, don't rush straight into implementing practices blindly or treating them as mere checkboxes on a list. Instead, take the time to explore and internalize the principles that underpin agility. Understanding these principles allows you to adapt and tailor the practices to suit your specific needs, rather than blindly applying them without context.

One of the keys to success in agile transformation is embracing the mindset shift that accompanies the adoption of agile principles. This shift involves letting go of traditional, rigid ways of thinking and embracing flexibility, adaptability, collaboration, and continuous improvement. It requires a willingness to challenge established norms and experiment with new approaches.

The journey towards agility is not always straightforward. It requires patience, persistence, and a commitment to learning from both successes and failures along the way.

By prioritizing principles over practices, you set yourself on a path toward true agility—one that goes beyond surface-level changes and leads to a fundamental shift in mindset.

Placing practices over principles is a common pitfall in agile transformations. To truly embrace agility as an individual or organization, it is vital to prioritize understanding and internalizing the underlying principles first. 

By doing so, you lay a strong foundation for successful practice implementation while fostering an agile mindset that permeates every aspect of your work. Remember that true transformation occurs in an instant when you grasp the agile mindset— it's not about starting with doing agile things but rather about embracing agile thinking from its core.

By adopting this approach throughout your journey towards agility, you will be better equipped to navigate complexity with confidence while continuously improving and adapting your practices for optimal results.
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The 7 Agile Leader Mistakes - Mistake #2 - Not Recognizing The Problem To Be Solved

In the world of Agile leadership, one of the most critical mistakes a leader can make is not recognizing the problem that needs to be solved. It may seem like an obvious misstep, but many leaders fall into this trap, hindering their ability to drive effective change and improvement.

Agile leadership is not about blindly following trends or adopting Agile practices just because everyone else is doing it. It requires a deep understanding of the problems that exist within your organization and a commitment to addressing them head-on.

Before embarking on any Agile transformation journey, it is essential to take a step back and reflect on your current state. What are the biggest challenges your team or organization is facing? What are the bottlenecks that seem to hinder progress? Is quality suffering? Are you building the right things?

By asking these questions, you begin to uncover the true nature of the problems at hand. Sometimes, they may be obvious and straightforward. Other times, they may require a more in-depth analysis and investigation.

One common issue in organizations is continuous bottlenecks that impede workflow and slow down productivity. As an Agile leader, it is crucial to dig deeper and identify what truly causes these bottlenecks. Is it a lack of resources or skills? Are there inefficiencies in your processes? Or perhaps there are underlying communication issues within teams?

By recognizing these root causes, you can start implementing targeted solutions that address each specific problem area. For example, if it's a lack of resources causing bottlenecks, you could explore options like hiring additional team members or reallocating existing resources more effectively.

Another problem often encountered in organizations undergoing an Agile transformation is declining quality standards. Instead of simply accepting lower quality as an inevitable consequence of increased speed and agility, Agile leaders must investigate why quality has suffered in the first place.

Is it due to unrealistic deadlines being imposed on the team? Are there gaps in the testing process? Are there issues with collaboration and feedback loops between developers and testers?

Understanding the underlying reasons for compromised quality allows Agile leaders to implement strategies that address these issues directly. It could involve revisiting project timelines and setting more realistic expectations, investing in automated testing tools, or fostering a culture of collaboration and continuous improvement.

Lastly, Agile leaders must also ensure that the organization is building the right things. This requires a thorough examination of your product or service offerings to determine if they align with customer needs and business goals. If not, it's time to reassess your priorities.

Are you conducting regular market research and gathering customer feedback? Are you involving stakeholders early on in the development process to ensure their needs are met? By focusing on building the right things, Agile leaders can steer their teams towards delivering value-driven outcomes.

Recognizing the problem to be solved is paramount for Agile leaders. It is not enough to jump onto the Agile bandwagon without understanding why it is necessary or how it will address your organization's specific challenges.

Take time to reflect on your current state, identify bottlenecks, investigate declining quality standards, and reassess your product offerings. By doing so, you will lay a solid foundation for an effective Agile transformation that addresses real problems and drives meaningful change within your organization.

Remember: Agile leadership is about solving problems strategically rather than blindly implementing solutions.
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