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Chapter 1
Helping companies improve
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Agile =

Serum Kanban

Henrik Kniberg



Case study: Game development company

Concept 3 Resource :
pres.p planning
6m 1w
4h 1d

Actual work: 3 monthe
Time to market: 25 monthg

Design-ready games

Graphics
design

Sound
design

im

3w

[ntegr. &
deploy

Production-ready games

—> Dev >
6m 6m
3m

(Im+2m)

3w



Needed: 5 volunteers



[O0% resource utilization = 0% flow

Max utilization, Slow flow Medium utilization, Fast flow
b : " :,"' . - — ' p




Before

Design-ready games Production-ready games

Game backlog — —
2L 15! 12!
-6 = =
G— —_—
Concept S| Resouree——__gGraphice - letegr-& 1 o
pres.p planning design > design Uev —> deploy
6m 1w 6m 6m
4h 1d Im 3w 3m 3w
(Im+2m)
Actual work: 3 months
Time to market: 25 months

* —
A'Ffer (grapﬁ;':,es:)e:n'g, dev, [—>

test, deploy, etc)

Cross-funcﬁonal game teams WP

Time to market: 3-4 months

7 times Better Less More
faster games Planning fun
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Spotify 60+ squads
Stockholm, Gothenburg, New York, San Francis



Spotify Squad
Cross-functional
Self-organizing

End to end respongibility




Some powerful principles

» Optimize for flow, not resource utilization
» Focus on value, not output

+ Visualize work in progress

» Do few things at a time

» Adaptive planning

Henrik Kniberg



Chapter 2
Helping yourself improve




Kanban Qorum Pomodoro
4hr work week
Agile Lean 7 habite of highly
CTD effective people
(Getting Things Done)

¢
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Where do you

~

find the time?




[ life = 700,000 hours

[ year = 8,766 hours

—
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= ! week = 168 hours
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Stuff To Do > Available Time

Stuff you think you
need to do
Stuff you want to do
24
hours Stuff others geem

to want you to do

e Qtuff 1o do

Henrik Kniberg



Most "musts” aren’t

Stuff you think you
need to do
Stuff you want to do
Your
. 24
Choice! houre Qtuff others seem
to want you to do
Sl Al Qi do
to do time

Options

Henrik Kniberg



The ONLY WAY to ”find time”... @

.. ie to do less of something else

"l wish  had Option : Option 2:
time for D Do less Get more effective
14 | o 0 0

Henrik Kniberg
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Chapter 3
How to control the hamster wheel
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First step: [solate the noige




Inbox = ONLY new stuff!

Magnus Frick vérdering Andelar CNl mm bokslut
Magnus, Erik (2) Henriks Company - Hej Erik, Hoppas
Ewva, Sophia (2) elrdkning - Hej. elrdkning for periode
Gabrie. .. Buddhi. (18) P/2014-06 SriLanka  |s this feasible?
Gustav Bostrom Verktyg for illustrationer - Hej Henri
Gojko, Henrik, Austin (3) intro - Hello Henrik, As Gojko, kindly

8.52 GB (56%) of 15 GB usad ©2014 Google - Terms & Privacy
Managa

Henrik Kniberg



Sounds familiar?

Yes, you are correet.
Most of thie stuffis...

NOT

NEW!



Do [ thing until Done

Henrik Kniberg
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Split large tagks

Henrik Kniberg
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Action mode = Teflon mode
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Know your WP/ wo I

ctiong, Projectg,
(work in progress) Aot )

Oommn‘men’rg Oromices  Appointments
S/omedag / Magbe\

Mon TcwedThF Sat  Sun

— —
_—
—_—

\

]

Check out  Blog about

R
IV W)

\_
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‘i [O actiong
Limit WIP

How will you
recognize when are
overburdened?

3 projects

6 starred emails

Crom Svb ect
60% stress Slo—l




2 minute standup discussion

»How do you recognize when you
are overburdened?

How can you visualize &
limit your personal WIP?

Henrik Kniberg




Learn how to get inbox to zero




2 minute rule

{3 Activelnbox

—
ST ED )

intro

:= [ Check if | can go to London Nov 6-7

Add a Note

Last edited 1 second ago

Inbox X
’ Gojko Adzic Hi Henrik, I'd like to introduce Austin, who works for Skills Matter in Londo... May |
Henrik Kniberg Thanks for the pass. /Henrik May
EJ Austin \@skillsmatter.com via kniberg.com 1:37 PM (56 minutes agc

to Helen, Oana, Henrik ~

Hello Henrik,

As Gojko, kindly mentioned Skills Matter are expanding our Agile Testing and BDD eXchange to encompass the de\

tha fiald in nanaral Tha a¥rhanna whirh ic tn taka nlara nn tha Ath and 7th nf Nnvamhbhar iec aec miirh ahniit dalanat



STOD when inbox is clear!
Don’t be an inbox junky!

C

@\J\'

o
C
o/ T
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Action mode: One action at a time. [gnore inbox.

COMPOSE +SELF

Inbox (1)

Sent Mail

All Mail

Drafts
B Action m

WaitingOn 2

Upcoming 0
TASKS >
Im PROJECTS >
Il CONTEXTS >
MAIL >

'ﬁ Preferences

(‘3 Plus

[~

Martin .. Elisabeth (13)

Henrik Kniberg (1)

Magnus, Henrik (2)

Henrik, Lisa (2)

Magnus, me (2)

Reza Farhang (1)

Gustav, Henrik (2)

Magnus Frick (1)

Sophia Kniberg (1)

8.51 GB (56%) of 15 GB used
Manage

Henrik Kniberg

Gojko, Henrik, Austin (3)

Group By:  Mone ~ SortBy:

m intro- Hello Henrik, As Gojko, kindly mentioned Skills Matter are expanding our Agile Testing and BDD eXcha

:= Check iflcan go to London Nov 6-7 [0/1]
m Eftertack- Tack for alla skratt man fatt bara av den hér trdden! :-}Ni &r helt underbara hela hbgen!!!Flera per
:= Spara Ohsbilder [0/1]

=723 csM Apr 1: Maila foton!- — Henrik Kniberghttp://www.crisp.se/henrik.kniberg+46 (0)70 492 5284

hitps:iiplus.google .com/photos/1 1B098662269074230134/albums/G00B0607 33243833089 authkey=CICdréeuBgrySw
m privata deklarationen- Tack for infon! Och ja, jag vill gdma ha hjélp med privata deklarationen :o)/Henrik2014-

:= Skicka in deklarationsunderlag till Magnus [0/1]

m Here's how much the kids liked the apartment- Hi Henrik!Oh dam! Facebook won't let me view the photo ! I'd
:= Putthe video on youtube [0/1]

m saknade kvitton foretagskort- Hej! Bifogat &r specar for jan och feb for ditt foretagskort. Kvitton jag saknar &r
2 silo-

m CrispCRM- Great! Jag fixar det./Henrik2014-02-07 11:48 GMT+01:00 Gustav Bostrém

:= Ta ner CrispCRM och sluta betala Heroku [0/1]

[ 16n 2014- Tiena Henrik, Som i tidigare email sa vill jag bara kolla hur du vill géra med Iénen fir 2014.Brytpu

i= Rese-traktamenten [0/1]

222 Reminder 2: DKV hiilsa - birth marks- Boka tid hos hudlékare (Jan Eklind tillexempel) via DKV hélsa fér

©2014 Google - Terms & Privacy

Last Activity

-



pad old days

Inbox
gize

Now

AV
weeke | wedk 2 weee G week by

Henrik Kniberg
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Too much WIP?

Stop Starting.
Start Finighing!

Henrik Kniberg



Chapter 4

The art of ...
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Practice!

On a count of 3, say:

{4

Henrik Kniberg
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Template lcOr <Thank You>
fast & respectful No

<Clear No> <Honest Reason>

<Suggestion (optional)>

Re: Management workshop

Hi,
Thanks for the invite! Unfortunately I'm fully booked at the moment.

Some of my colleagues may be available, let me know if | should forward this to them.

Regards,

Re: Mentoring
/Henrik

Hi,

I'd love to help, but unfortunately this doesn' fit my priorities at the moment. Let me know if | should
forward this to some of my colleagues.

Regards, )
Re: Conference in Prague

/Henrik

Hi,
Thanks for the invite! Unfortunately my travel schedule is full so | can't make it.
Good luck with the event!

Regards,

Henrik Kniberg



2 minute standup & practice!

» Agk each other for favors.
E xamples:
» Droof-read my pregentation
» Help fix my slow computer
» Teach me to play quitar/golf/whatever
» Lead thig new project

*Practice the fast & respectful No.
<Thank You>

<Clear No> <Honest Reagon>

<Suggestion (optional)>

Henrik Kniberg




80/20 rule

Henrik Kniberg



Maximize Value, not Output

Henrik Kniberg



Know your Values




Always understand WHY you are doing something

Henrik Kniberg



Always understand WHY you are doing something

Henrik Kniberg

other village without

We need to get to the Q
getting wet.

Options:
- Bridge
» Ferry
e Tunnel
« Move the
villages together
C Rerf)ufe the river



Create a value filter
Stuff

Henrik Kniberg



Install the value filter

Henrik Kniberg



Schedule time for focused personal reflection

WIP review Personal board meeting

Someday
M&\j\oe_

B A —

B R t—

T — —

o ey W —

. ——

—

Henrik Kniberg



Team reflection



Visualizing Awesomeness

Henrik Kniberg



Lean/A3-based approach to improving stuff

Target Definition of

Now Awesgome!
G "

Actions

. WILD QUaLITY
"IN THE SHK

IMPROVEMENT THEME

Now/PROBLE M NOT TORGET CNDITION |
o Tttty Doy Syrem i

oQulity ot SW ad for bests

"rhu-;.. s an example @rOyru-
that matches Ehe

not yrg provih for vy to Quick Start Guide
Ml A Y Top 3 cevtyfrcation
.HJN-»'\’.: ClrtiReat ' sn Proles; te‘b‘ avie mated

VEFINITION OF | ,, ICSOME

# IF Tear V) is _e;v S e C‘__D'fﬁ;f mmnﬂ S) SReview

Sure the ¢ what Wi fi l:l) l\-'c-h‘! <.

l. ]
¥ Heaye @fL‘ 55 and buve's r Tekns Fop
~!-v_. 0. 45044 orkngr weplen, kb g . 2 des cnpny fiok wet
- B . u!hu
| =i D - B ¢ gl _r,.l_l Dey . ‘ v v - ——

Henrik Kn




‘ll hhour ; é ﬁ\ =, L ‘ " ‘QQL!\
L hour ‘ [M‘T] ‘ 1 hour \/I

» You are awake at least 11O hours per week
» Are you willing to reserve [% of this time, to make
the other 99% more effective & pleasam‘?

« Then doit. Now.

Henrik Kniberg m‘



4 types of activities Getting Stuff Done
Clearing inbox -

o ——

Whatever
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Chapter §
Getting OFF the hamster wheel




Thraghing

Overflow
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An agile war siory

U e B

Scrum and XP
from the Trenches §

How we do Scrum

F =] s e | b
paict Sl Ty | -
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T 1 . .
= Henrik Kniberg
““““ Forgwords by Jeff Sutherkamd, Mike Cohn

Hem‘ik Kniberg I nfoq Erterprie Soffware Develpomnes) Series




s s

Scrum w XP

An agie war sory IAMETEN C NEPEAOBOW

Scrum and XP
from the Trenches

How we do Scrum

Henrik Kniberg

Scrum e XP direto
das Trincheiras

Scrum
dalle trir

Borum ot XP depuis les
Tranchees

InfoQ




Slack rule

} Slack rule

[ day per week

-

2 days per week




Next| Analysis Development Acceptance
2 3 3 2

Ongoing

Fe—

Ongoing| Done Done_| Ongoing | Done
- — T

o TR

=18 S - 5 2 =g

e S,
= R ==
Dl ticnn of Dove: Pefinityan of Dore: Pefinition of Pova:
+Gaed is le Zade clean & checked in o ik awcepted

rated e regression tested |+ Keady for protuction.

e
< Story St [if mecessarsl  ~Rmning on UAT eoiranment

Kanban and Scrum
making the most of both

Henrik Kniberg & Mattias Skarin

Forewards by Mary Poppendieck and David Anderson

InfoQ
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gI|E Froduct Ownership in a Nutshedl

Lean from

the Trenches

Managing Large-Scale
Projects with Kanban

How we got rid of time reports

A story about Waste Elimination
Version 1.0, 2010-09-29

Scaling Agile @ Spotify

with Tribes, Squads, Chapters & Guilds

Hanrik Kniberg & Anders lvarsson

r_hapler:

Oct 2012
Tribe Tribe

=
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Henrik Kniberg

Foreword by Kent Beck

My Bookmal

Version Control for Multiple Agile Teams

Posted by Henrik Kniberg on Mar 31, 2008

Sections Operations & Infrastructure, Process & Practices, Development  Topics Configuration
Management , Source Control , Source Code , Artifacts & Tools , Best Practices , Automation ,
Testing , [EGLIEEEP Agile , Release , ALM

share E3 | n\f dz ¥ 3 .‘ F& Bool

If we have several agile development teams working on the same codebase, how dt
minimize the risk of stumbling over each other? How do we ensure that there alwa)
clean, releasable version at the end of each iteration? This paper describes an exan
to handle version control in an agile environment with multiple teams - it is the scl
we migrated to at the company described in "Scrum and XP from the Trenches”.

o

This paper is not primarily targeted for version control experts, in fact such expert.
won't find anything new here. This paper is aimed at the rest of us, those of us tha
to learn simple and useful ways to collaborate. It may be of interest to anyone dire
involved in agile software development, regardliess of role - branching and mergin:
everybody's business, not just the configuration manager.

Related Content

If, after reading it here, you'd like a
copy for reference, scroll down for
downloadable pdf versions of the

cheatsheet and of the entire article.

%3 Agile workshops and training
[ Infographic: Just How Big is the Nerd Econ

M Five Key Practices to Agile ALM



Slack fueled a positive feedback loop!

Aetides [oooks ourses ks
OCR < Nert |‘|’IorQ.
‘ mom\jq ﬂ(ﬁrr\l\”
Less time )
or C\i *U GDO :
for C\ U‘;S %gwf'(s ﬂr‘e‘»uluhon
2 Better

Henrik Kniberg



Chapter 6
Where do you want to be?




You ARE what you DO!

How do you spend your time?
Dovd

HEEE =
“\%D

oo D
Ab\*(m E\

Henrik Kniberg



How do you WANT spend your time?

What i your Definition of Awesome?

Henrik Kniberg



Move towards here

do less  stop doing ~ouisource

= U
f"S_)a” D\:‘ =
N
You are here 7
| ;v“’
Sod g 7
A\o‘\L @E@_%
e

Henrik Kniberg



2 minute standup discussion

- What is one thing you like to
gpend more time doing?
hat can you spend less time doing,
to make that possible?

Henrik Kniberg




Chapter 7
A personal story...
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Dilemma — Dec 2010

[ like travelling... }

..but [ don’t like being
away from my family

Henrik Kniberg



[ you could do whatever you want,
what would you do?

6 month round-the-world
family trip!
Wouldn’t that be cool?

Henrik Kniberg



But we can’t, becauge...

o iz~ Too many work
Don’t havi®ag— 7% /0 \ : commitments
time ¥
& 1 -5 ;‘)‘;{
Can’t take the kids out , Travelling with small
of school xkids is difficult

hamster, the aquarium...

What about my
[What about the house, the bands?

Henrik Kniberg



Wee
What would it take to make this happen?

%mem{rom the family }

{A date congtraint }

Z)

dc
( f

: ) %Less work }

?n—fhe-road schooling }

Henrik Kniberg



Vigion: Big Family Trip

Email
(-2 hours

per week \59

Coaching/teaching
2-3 days per month

Henrik Kniberg
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Making it Happen

Henrik Kniberg
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Challenge: Reduce workload

Lots of work
Mor\ Tue Weo\ T‘f\u

Fri Sat Sun

Henrik Kniberg
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Very little work




List all commitments/projects/clients

orem ipsum dolor sit

orem ipsum dolor sit amet, co nse ctetur

orem ipsum dolor sit amet, co nse ctetur

amet, co nse ctetur

orem ipsum dolor sit

orem ipsum dolor sit

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

amet, co nse ctetur

amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit

orem ipsum dolor sit amet, co nse ctetur

amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit

orem ipsum dolor sit
amet, co nse ctetur

amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur
orem ipsum dolor sit

amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur




—_—

< "\W '

ategorize & filter

orem ipsum dolor sit

orem ipsum dolor sit amet, co nse ctetur
O r a u Se orem ipsum dolor sit amet, co nse ctetur dolor sit
amet, co nse ctetur se ctetur
m dolor sit f—
T nse ctetur
orem ipsum dolor sit

orem ipsum dolor sit orem ipsum dolor sit amet, co nse ctetur
amet, co nse ctetur amet, co nse ctetur

Prioritization filter
Predictable workload

- Respongibility
Delfs? atfcg S oo - Fun & interesting
gp— - Matches my travel plan

T
1 orem ipsum dolor sit
orem ipsum dolor sit amet, co nse ctetur

0 nse ctetur

orem ipsum dolor sit orem ipsum dolor sit
amet, co nse ctetur amet, co nse ctetur

- High ROl

orem ipsum dolor sit
amet, co nse ctetur

or sit

orem ipsum dolor sit orem ipsum dolor sit
amet, co nse ctetur amet, co nse ctetur
orem ipsum dolor sit

amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

S
\

\

|

|

|

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

Phase out
(automatically ends
before 1 Oct)

I Scru m orem ipsum dolor sit
l Gathering | ™
v TOKYO TG

NZ 4
K /

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit
amet, co nse ctetur

orem ipsum dolor sit orem ipsum dolor sit
amet, co nse ctetur amet, co nse ctetur
orem ipsum dolor sit
amet, co nse ctetur




Meagsure & gradually reduce workload

[O-15 email hours / week
[2-16 client days / month

Current
workload
[-2 email hours / week
2-3 client days / month
Target S
workload 1~ T N Yy T

Dec 2010 Oct 20l

Henrik Kniberg



Travel “spike” Big Family Trip

Round the world, 6 months
\;e e

Small Family Trip
London, 4 days

Henrik Kniberg
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Focused hard on
getting things done

Faphery ot Whrirreie
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These can be done
while travelling

Henrik Kniberg
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Chapter 8

WIP and Wagte is everywhere!
Learn to see it.




Henrik Kniberg "
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fore
[60 items used per day
» 1.5 days flow time per item

Be ' After
. 60 items uged per day

* [ hour flow time per item

= avg 240 items in progress!  =avg 2.5 items in progress!

=[00Ox cleaner kitchen!

Henrik Kniberg



Lean
= Reduce Waste
= Achieve the same result with less effort

Henrik Kniberg



Lean = get fagt by reducing waste

Don’t increase t%e speed Reduce the distance!
> |0 7 0
F P F / \

Henrik Kniberg



[ ”Brush your teeth!” 4 "Where are your shoes?”

Nagging = wanB { "Hurry up?” ;

"HEY wake uP’or ]

b »
”Have you eaten well be late”!

Alternative: Visual Definition of Done [ breakfast?”







There are no
hard problems.

Just hard
golutions

Henrik Kniberg



Chapter 9

Wrapup




Now

Bad old days

Henrik K (U



Shu Ha Ri

Shu = Follow the rules
Ha = Adapt the rules
Ri= Ignore the rules

How o Achieve

Stress-free Productivity

DAVID ALLEN

Wl 3 e e e sy shewt
o' W-clurgeis]’ - Galerles
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An agile war sipny

Scrum and XP
from the Trenches

How we do Scrum
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