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Boring but important practical info about these slides

Usage

Feel free to use slides & pictures as you wish, as long as you leave my name somewhere.

For licensing details see Creative Commons (http://creativecommons.org/licenses/by/3.0/)

Downloading the right font

This presentation uses the "Noteworthy” font. If you’re using Mac OSX 10.7 or later it should be
preinstalled. If you're on a Windows or older Mac OS then you need to download the font from here:

http://tinyurl.com/noteworthy-ttc

« On Windows right-click the font file and select "install”. Then restart Powerpoint.
* On Mac, double-click the font file and press "install font”. Then restart Powerpoint.

The PDF version of these slides has the font embedded, so you don’t need to do anything. On the other

hand you don’t get the fancy animations.

Font test

How the font is supposed to look:
(screenshot from my computer)

How the font shows up on your computer:

The quick brown fox jumps over the lazy dog
The quick brown fox jumps over the lazy dog

The quick brown fox jumps over the lazy dog
The quick brown fox jumps over the lazy dog

f

Regardless of font appearance, if that text doesn't fit nicely into
the box then you're going to need to download the right font, or
switch to a new font and fiddle with the slides to make sure

Henrik Kniberg things fit.




Purpose of this presentation

Show that projects aren’t the only way to get stuff done

Henrik Kniberg



Suecess =2
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What is a successful project?

Scope

nah....

Budget Schedule

Henrik Kniberg



What is a successful project?

Project A project B

Scope Qcope

Customer Happy Customer

@ stakeholders! ( )
Users

Development team Development team
© @

Henrik Kniberg

Project C
X

Scope

X X

Budget Schedule

Customer Happy
s’raEeholders!

Users

Development team

©



. Measure the stuff
Measuring success  appy thatreally matters!

stakeholders
Proxy / \
metrics . . d H[appy |
appy evelopmen
cc?rr?eﬂl;:\%k — users team
more often? ! \
Surveys
Do they
stay longer? Do they share
Do they listen to more mugic?
more music?

How TO
MEASURFE
ANYTHING

e

Henrik Kniberg



A unique & expensive
experiment

Henrik Kniberg




E xperiment: Build the same product twice, in different ways

Project | Project 2
Mission [mprove society Reduce maintenance cost
Requirements | Unclear Clear
Delivery Agile (= lterative/ineremental) Big bang
User involvement | Continuous None
Team’s influence | High None
over technology
choices
Tech platform | Java Siebel
(programming language) (CRM gystem)

Hypothesis: second version will be cheaper (and better).

Henrik Kniberg



PUST - "polisens utredningsstod”
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Project [: PUST Java z"f‘gs';“’ide
pilot releages

2010 20l

Antal dagar fran brottsplats till aklagare

zm Na[en, ‘Sj(;(/.ﬁo[m l f:imisaejamnden|il|.’ikl,;.rln-i-i.i'lnl.-l.lj.n.‘ ﬁﬂ;J {am
&8 detember ; B i

Lean from
NARKOTIKASTRAFFLAGEN (INNEHAV) the TrenChES
i T:l Managing Large-Scale
Finalister, &rets projekt: MWMSEFMGE" . Projects with Kanban
Securitas: My Securitas. Ny teknik, kraftfull JBROTT MOT KNIVLAGEN
kunskapsspridning och internkommunikation, synergier i 47 (88 B

[RATTEYLLERI (NARKOTIKA) || ||

en decentraliserad organisation

Apotek hjartat: Nobel. Nytt expedierings- och
forsaljningssystem samt ny it-infrastruktur till drygt 260
apotek.

Henrik Kniberg
Foreword by Kerd Beck

[y Sy —

Dustin: Dustin Bl. Framgangsrikt Bl-projekt som blivit

;x;r;zw:t\;é”i.l mottaget i verksamheten med "hallelujah POIIsen utreder betydllgt
Movestic Livforsdkring AB: Nova. Byte av .t d
forsakringssystem med omfattande migreringar och tuff snabbare med ny me 0

deadline.
Polisen har infgrt ett nyt ar- brotten pre: v ar snabbe, sger
betssitt ochfdrkortatutred-  berades
Rikspolisstyrelsen: PUST. Nationellt utredningsstoe el 4' =
som kan anvandas mobilt, med battre och snabbare a7 Ay £ 5 h‘;,b,d_,in,nﬂ'
brottsutredningar som féljd — och tryggare medborgare! | i,
atrice

~Det ir glidiande am vi nu ser ann  overlamningar



Rebuild the whole
thing uging Oracle

Siebel Huh? We just sEenf (00 Mkr

building a working product.
Oracle says Siebel
will be cheaper and
better

Shouldn’t we keep improving on
that?

But it won’t work! PUST
igs UX eritical, and it’s not
a CRM system!

Oracle says Siebel

will be cheaper and
better

Well then let’s build a
small pilot version, to see
if that ig true
No time for that.
Build the whole thing in
one go, and release

nationwide when done.

Henrik Kniberg



Project 2: Pugt Siebel

A train wreek in slow motion

Henrik Kniberg



N ationwide
releage

Project 2: Pust Siebel

2012

"Sluta vobba och b
vabba i stillet" SVD
T T | e e
RS | BORSFORUM KARR
Sverige Vdrlden Digitalt Livsstil Quiz  Sok jobb  SvD Offert Traningsliv Smafdretag

Polisens skyddsombud kriver att Polisen skrotar buggigt IT-
system
Pust stoppas

Efter hard kritik skrotar polisen IT-systemet Pust Siebel, som kostat minst 85 miljoner
i-.. Av Marcus Jerrang kronor att utveckla.

.| Interna krav pa polischefens
.| avgang =

PPE pubiicerad 2014-02-08 15:31 01

/ - 3 é Z / seinfo i P SE = 9
Nyheter Om blaljus.nu Lankar Styrelseinfo Tidningen POLISEN Kontakta oss PrE——

Byt pensionsh
enkelt!

9 av 10 svenska)
sdanka sina
pensionsavgifte
avgifter idag.
www.Pensiono.s

Publicerat 2013-04-22 11:10

Kostnaden for PUST
Siebel - 10 miljarder?

Styrning via kvartalsrapporter?

I en organisation som verkar styras mer efter kvartalsrapporter (dels genom vira "méil”, men
framst genom budgetuppfyllelse) dn efter 1angsiktig samhallsnytta dr det inte konstigt att det
ibland fattas tveksamma beslut. Det virsta exempel jag kdanner till p& hur snilheten totalt har

Tjdna 3000 ki
dag!

Allt du behdver
kontrollera din e
framtid!
handelférnybérj

MATCH BOKA



Result of experiment "build the same product twice”:

PUST Java PUST Siebel
Mission [mprove society Lower cost
Requirements Unclear Clear
Delivery lterative Big bang
User involvement | Continuous None
Team’s influence | High None
over technology
choices
Tech platform Java Siebel
(programming language) (CRM system)
RESULT PUST Java PUST Siebel
Stakeholder Mostly positive Outrage
responge
Cost =00 Mkr =200 Mkr

+ estimated damage [O Bkr

Measured impact

2-8x fagter processing time
for simple crime investigations

Police blocked several hours
per day. Error rate increased.

Henrik Kniberg




Lessone learned

N?fionwide Nzlationwide
| E:_-ﬂ

Pust Java — (7 (JJ @@ Pust Siebel
| 2010 | 20l | 2012 | 2013 —>

. Iterative and incremental
- Focus on solving user needs, not cost ?n"ﬁié"'r;%'{'{"né o3
- Deliver iteratively & incrementally sl el
 [nvolve real ugers O P ——

» Beware of ’standard platformg”
» They’re not a¢ standard ag you think
+ Listen to your tech people more than to the
external vendor trying to sell stuff to you

Henrik Kniberg



What makes a project
succeed?
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15,000 person-years of experience




Do projects help us
succeed?

Henrik Kniberg




A bucket of
people, time, and money

Project =2

D W)

Project Management Institute

myPMI Membership Certification

Home > About Us > What is Project Management?

What is Proj £?
More spzfica:ys, what @Porary Ctiv: Deﬁned Beginning and }

Endin time

service or result.

A project is temporary in that it has a defined beginning and end in i
resources.

And a project is unique in that it is not a routine operation, but a specific set of operations designed to

accomplish a singular goal. So a proj¢” \team often includes people w 3
sometimes from different organizaj/ d across multiple geographies. people who don f
normally work

Not a routine
operation together

Henrik Kniberg




What do people REALLY mean when they say project”

This? Or this?

M | | - D

Project Management Institute

Something we
mPMI  Membersip  Corfcatin  pUGelT  Getlmoved gt TN are working
Home > About Us > What is Project M

What is Proj ment? —

More? specifically, what is a Temporarg activity des Deﬁned Beglnnlng and
service or result. End in time

A project is temporary in that it has a defined beginning and end in time]

resources.

And a project is unique in that it is not a routine operation, but a specific set of operations designed to

accomplish a singular goal. a project team often includes people who don rk together —
sometimes from different or ‘aqs and across multiple geographies. p 9
eople who don’t
Not a routine norma[[g work
operation toaether

Henrik Kniberg



All products start with a Great ldea!

Henrik Kniberg



Big Bang = Big Risk

Henrik Kniberg



Big Projects usually fail. Regardless of process.

7 :
'.f’) "The Standish Group has categorically stated mttﬂ
A N much conviction—backed by intense research—
/ that the secret to project success is to strongly

recommend and enforce limits on size and
complexity.”

"These two factors trump all other factors.” j

Small Projects Large Projects

CHAOS MANIFESTO 2013 < $1 million > $1 million
Think Big, Act Small

. Successful

B raited

" Challenged

Henrik Kniberg



Project model inviteg Big Bang thinking

2 S

Project Management Institute

Professional Business

myPMI Membership Certification Development Get Involved Solutions

Home > About Us > W

What is Proj ment? —
More specifically, what is a Temporarg activity des Deﬁned Begmnmg and
service or result. End in ﬁme

A project is temporary in that it has a defined beginning and end in time;]
resources.

And a project is unique in that it is not a routine operation, but a specific set of operations designed to
accomplish a singular goal. a project team often includes people who don

sometimes from different ol s and across multiple geographies. people who don’f
Not aroutine normally work
Henrik Kniberg operation together




Agile = lterative + Incremental

7 \

Don’t try to get it all right Don’t build it all at once
from the beginning

Henrik Kniberg



Not like this....

=
©

=

Like thig!




Slice the elephant!

Region
Ostergotland,
Uppsala, ete
Crime types
(weapon,
drunk driving,
shoplifting, ete)
{
PUST Java
Integrations

Henrik Kniberg



Project model doesn’t fit well for [T product development

Big Bang approach Deliver
Do Stuff ' ’
— ~— Y
Project
[
Agile approach Deliver

Deliver
Deliver

Deliver —
Do Stuff = DoStufd | (=] DoStuf =

Project = 2
- A pr%ect is a temporary, non-routine operation. L
roduct development teams are long-lived, o

and they deliver routinely.

wasy Defined Beginning anc
Endin time

* Projects have a fixed end.
* Product development is continuous

A project is temporary in that it has a defined beginning and end in time]
resources.

And a project is unique in that it is not a routin pera( n, but a specific sgt of operations designed to

accomplish a singylar goal. pm]ect team often inclu des people who don
sometimes from different ol and across multiple geographies peop[e who don’f
Not a routine normally work
operaﬁon fogefher

Henrik Kniberg



Improving the Value Curve

VR
L |1 £

Big Bang Big increments Smallincrements Highest value first

Henrik Kn @ EffOl"f @



Maximize Value, not Output

Henrik Kniberg



Project Model vs Agile Model

Project Model Agile Model

PUST Siebel

Henrik Kniberg



What is Spotify?

Henrik Kniberg




Play Everywhere!

Spotify - Revolutionizing the music industry

Like a magical music player in which
you’ve bought every song in the world!

- Happy employees

} » Popular product that spreads virally
- Stable revenue model

& “m"’_‘w VERONICA MAGGIU
= ﬁ =i £ SATANT GATAN
Rl 7o J-?-"-—\

Y === A B e =

''''''''''



User growth

30M/ ar.
24 niillion
active users
20M
6 million
Payin
(OM ying

subseribers

2006 2007 2008 2009 2010 20t 2012



Employee growth

1000 300+ employees
30+ countries
750
500
250

2006 2007 2008 2009 2010 201t 2012 9
Henrik Kniberg



=400 people in tech

h-

2
=
= gu :

S z;jg

AL
WG
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How Spotify works

Henrik Kniberg
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Autonomous Squad _ % _yo

Cross-functional, co-located, self-organizing team & Y

>
07l By . —— ==




Spotify Premium

FREROY AL CONCEPR]

2L Follow i . = 3
D Messages ; ; ? ; ) S OLDRUSHED
= Play Queue "

E Devices

DEBUTALBUMET
INNEH
& App Finder P G e - ,.} ["‘J
3 Top Lists R - = S > : \
Radio ; 3 > ’ .
08 Last.fm

M Tunigo

LYSSNA

£} Library S .
Local Files

- Starred People who listen to Norah Jones

You haven't listened to Tom Waits
for a while. Play now?

You haven't listened to Bob Marley
for a while. Play now?

+ New Playlist are also listening to Stacey Kent.

/] bootcamp-14

I3 Jenny kalas ; O -

7 kul £ RS ?a
1] Folkmusik , 1 - 4
*J1 Mozart K467 1 B ;
I Beachmys

,I'.l Funky Favwo
I . Svina .

ROSE ROYS.

& A b ¥ - = L |
s i A y

I I I D D D DD DD DD DD DD DD D S B B e
Stacey Kent Bob Marley Tom Waits
18,941 Followers 241,889 Followers 172,005 Followers

°)) 5:04 () 513






Each Tribe is a lightweight matrix focused on delivery
Vertical = Delivery.
Horizontal = knouuledge sharing & personal development

Tribe Tribe

_Aagt M@QM
@7

g
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Chapter
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Reality is messy

Henrik Kniberg



Community > Structure
Face-2-face communication
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Alignment & Autonomy

Alignment Autonomy

@ | oo

Do what
[
[ say! b z@ whatever

Henrik Kniberg
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Alignment enables Autonomy

We need to E l.'(iild a’
crosg the river et

ke

High

S Authoritative

Alignmentfl  oohization o>
Conformist B>
culture >

(& 4

Micromanaging
organization

Low g:ﬁ‘:ffgem ‘©

Alignment Q, A

Low Autonomy
Henrik Kniberg

Aligned Autonomy!
We need to
cross the river Figure out how!
[nnovative

organization @\_‘
Collaborative @&—

culture @8

p—_

Hope someone is
working on the
Entrepreneurial river problem. .
organization
Chaotic
culture

o8
2 1

High Autonomy



Leader’s job:
E xplain what problem needs to be solved.
And Why.

Henrik Kniberg



Aligned Autonomy

- be autonomous, but don’t suboptimize
- Spotify’s migsion > Squad’s mission

@y @) o
.“.;;" )

Henrik Kniberg



Fagtegt learner wing!
Delivery frequency = Speed of learning

Stakeholders, Users

QR R

Feedback, Demos,
Requests, Releases
Data

%52
2 @7

Development team

Henrik Kniberg



Release muet be REALLY easg! [ Release = Dramal

Releasge!

i Req Code Test i
| |
seldo
hard

4[ Release = Routine }

CONTINUOUS
DELIVERY

Jiz Husings ? 5
IMavin FARLEY =1 |

Henrik Kniberg



Decoupling to enable
frequent releases

o4

Client App squad

— y

: =
8 Q8 Fentre st

Henrik Kniberg



Qelf-gervice model

Client App squads

Henrik Kniberg



Releage traing & Feature toggles

@
A
E

-

Henrik Kniberg
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Failure Recovery is more important
than Failure Avoidance

Failure Avoidance Eailure Recoverg
L |
‘)
—
Crag)
@ ’

2, - a —

Henrik Kniberg



“Limited Blast Rad

Henrik Kniberg

iug” via decoupled architecture

800

(O Search

A

AL Follow
D Messages
= play Queue
[0 Devices

W App Finder

08 Last.fm
A Tunigo

£ Library
Local Files
J Starred People who listen to Norah Jones

+ New Playlist are also listening to Stacey Kent.

7 bootcamp-14
J3 Jenny kalas
JJ Kul

JJ Folkmusik
1) Mozart K467
JJ Beachmys

J] Funky Fawo

1. @lina = r

DOGE REYS. : v ;1
T .!iii

Stacey Kent
18,941 Followers

Rose Royce

o0

Spotify Premium

You haven't listened to Bob Marley
for a while. Play now?

Bob Marley
241,889 Followers

You haven't listened to Tom Waits
for a while. Play now?

Tom Waits
172,005 Followers
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Trust > Control
[O0% control = O% motion

If everything’s under control,
you're going too slow!

- Mario Andretti

pm—

a e
-

'ﬁ;n}f‘f__!— — -_‘_'_;_‘_ ——
11111 Plﬂ?f'e‘ Spetlﬂ

Henrik Kniberg



How Spotify builds
products

Henrik Kniberg




Our product philosophy

|: We create innovative products while managing rik by prototyping
early and cheaply.

2: We don’t launch on date, we launch on quality.

3: We engure that our producte go from being great at launch to
becoming amazing, by relentlegsly tweaking after launch.

Henrik Kniberg



l[dea/Problem

arrative & Metrics
& Prototypes

“Radio you
can gsave!”

mr‘i

- l t
Backlog fPevelopingl Releaced f a"(‘z ?e(iled

| \
)
N
e

Deplo
(=
\ Analyze datz 4

lrhpacf A/B stats |

Henrik Kniberg



Think [t Build [t Ship it Tweak it

5% shipped 100% shipped
1% chi
Prototypes M\;p shipped S
) _ob oo )
0Ogood w '

Narrative

Al

Henrik Kniberg



[O0% predictability = O% innovation

Focus on Focus on
[nnovation Predictability

— ——

?
:

Vel 6
NHEIRLL

B 4

Henrik Kniberg



You already have innovators! [ Hack days y
Just unleash them. o iou, 0% —

Spotify’

monthg

Lab Day _
( last Friday facebook
An agile war ﬂ&month
20% time

Scrum and XP

from the Trenches GOOS[Q

How we do Scrum

Dial-a-Song
Pick it up, dial 2 num" *r_enjoy!

- —

- — — .

Henrik Kniberg T D——.
Forewords by Jelt Sutherfamd, Mike Cohn

I n f-o Q Erderpaice Software Develeponems) Series
—_—

Henrik Kniberg



Company-wide hackweek

» One whole week.

» Everyone at Spotify
» Build whatever you want....
» With whoever you want...
» [n however way you want.

» Demo & party on Friday!

| —




"Projects” at Spotify

Henrik Kniberg




A Spotify "project”is...
..a focused and coordinated effort of severals squads for several months
We are organized to minimize the need for projects.

S
8
888 But sometimes a project is unavoidable.

We aren’t very good at doing big projects

88 88 — Q - but we will keep experimenting and learning!
/

Henrik Kniberg



Some things we’ve
learned about how to do
“projects”

enrik Kniberg




Find the balance

Henrik Kniberg



. Allinvolved squads
Dallg (4 gnc » What do you need from another squad right now?
- What is your progress since yesterday that affects the other squads?
What do you plan to do today that will affect the other squads?

- resolve dependencies

Henrik Kniberg



WQekly demo - Triggers tight integration and collaboration

- evaluate the integrated product Cives a sense of progress
« Triggers decisions & reprioritization

(

T

f
i

i
i)
it

Henrik Kniberg



Visual management
& Light-weight adaptive planning

Focus on impact!
Not dateg or deliverables.

Henrik Kniberg

Planning is esgential.

Plang are useless. }

Eisenhower

0.

0

[
W |
Cere 0150

f/////dJ




Retrospectives — during and after the "project”

Henrik Kniberg



Leadership needed

(...but how?)
e
/9\2;}2\ Leadership is an activity, not a role.
_ %‘ Emergent leadership > Appointed leadership
M A , Experir?ents: )
) - RM (road manager
8 8 @ @ - Leadership duo/trio
88 0° (tech + product + design)

Henrik Kniberg



What about project managers?
We do value (most) PM ckills.
But we’re not sure we need a PM role.

”Project managers are change agents.
They make project goals their own and uge
their skille and expertige to ingpire a senge
of shared purpose’ )

Professional Business vl
myPMI Membership Certification Development Get Involved Solutions .
T —— ﬂe call this Road Manager.

Who are Project Managers? .. work well under presgure and are
Stategic ol n how rganizatons sueeed, leam and change. o) comfortable with change and
complexity in dynamic environments

M !

Project Management Institute

Project managers are change agents: they make project goals their own and use their
to inspire a sense of shared purpose within the project team. They enjoy the organizg”_«@
challenges and the responsibility of driving business results.

They work well under pressure and are comfortable with change and complexity in dynamic

environments. They can shift readily between the "big picture" and the small-but-crucial details, knowing eoe Oal’\ Shi'ﬂ’ readily befweel’\ ”b ig
when to concentrate on each. ° .
picture” and small-but-crucial

| Project managers cultivate the people skills needed to develop trust and communication among all of a

project's stakeholders: its sponsors, those who will make use of the project's results, those who command d t 'l

the resources needed, and the project team members. e a' g

They have a broad and flexible toolkit of techniques, resolving complex, interdependent activities into we tr to bui[d th is

tasks and sub-tasks that are documented, monitored and controlled. They adapt their approach to the y

context and constiziats of each project, knowing that no "one size" can fit all the variety of projects. And ° h d
they are always imph g their own and their teams' skills through lessons-learned reviews at project Compefence lnfO eac Squa
completion. \

.. regolving complex,
interdependent activities into
sub-tagks that are documented,
monitored, and controlled

We coach squads to do this themselves,
in a just-in-time decentralized way.
Sometimes they need support though.

Henrik Kniberg




Wrapup

Henrik Kniberg




\

How can we
minimize the need
° o ?
for big projects?

How can we minimize
the size of projects?

(and how do we run
projects when we
can’t avoid it)

Henrik Kniberg



Take-away points

Projects aren’t the only way to get things done
» The gtandard project model i¢ a tool
» Like any tool, it ig suitable for some gituationg but not all. X
« [ ig often unguitable for [T product development T
Success = happy stakeholders. Not time/budget/scope.

» Minimize the gize, deliver iteratively & incrementally
« Focug on golving real uger needs,

and involve them continuougly @

Experiment!
» You can alwayg improve. So keep trying new ways.

Henrik Kniberg



