
fluent@agile	-	the	game	

The	game	is	a	pla2orm	for	teams	to	move	towards	becoming	a	high	impact	
team	by	helping	them	understand	where	they	are,	where	they	are	striving	to	
go,	and	by	giving	the	team	a	strong	feeling	of	ownership	of	their	journey.	

	
This	document	provides	a	guide	for	facilita?ng	the	game	and	material	for	

prin?ng	and	building	the	game.	
	

Chris&an	Vikström,	Peter	Antman	(Spo&fy/Crisp)	2014	

peter.antman@crisp.se	
chris?an.vikstrom@spo?fy.com	



Three	pillars	for	the	game	
•  Based	on	a	model:	The	game	is	based	on	a	model	for	how	

teams	usually	moves	on	their	journey	from	“pre-agile”	to	high	
impact	agile	teams.	

•  Visualiza0on:	We	believe	that	visualizing	is	a	super	strong	
way	to	build	shared	understanding,	engagement	and	
collabora?on.	

•  Ownership:	The	game	is	built	so	that	teams	can	take	a	strong	
ownership	over	their	journey	towards	becoming	a	high	
impac?ng	agile	team.		



Agile Fluency* 

Work	the	Plan	 Learn	&	Adjust	

*The	fluent@agile	game	is	heavily	based	on	the	“Your	Path	through	Agile	Fluency”	by	Diana	Larsen	and	James	Shore	

Successful	companies	
opera?ng	at	each	level	
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???	
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Fit	for	purpose	–	the	amount	of	fluency	you	want	depends	on	your	needs!	



Fluency	is	how	a	team	develops	soIware	when	it’s	under	pressure.	Anyone	can	follow	a	set	of	prac?ces	
when	given	?me	to	focus	in	a	classroom;	true	fluency	is	a	skillful,	rou?ne	prac?ce	that	persists	when	
your	mind	is	distracted	with	other	things.	
For	Agile,	we’re	considering	team	fluency	rather	than	individual	or	organiza?onal	fluency.	Agile	
development	is	fundamentally	a	team	effort,	and	your	organiza?on’s	success	with	Agile	will	depend	on	
the	fluency	of	your	teams.	
Team	fluency	also	depends	on	management	structures,	rela?onships,	organiza?onal	culture,	and	more.		
Don’t	make	the	mistake	of	blaming	individuals	for	low	team	fluency,	or	assuming	that	one	highly-skilled	
individual	will	guarantee	high	team	fluency	

Proficiency	vs.	Fluency:		
Fluency	is	unconscious	competence;	how	well	you	do	under	pressure	



We’ve	seen	that	teams	progress	faster	when	they	prac?ce	advanced	techniques	alongside	basic	
techniques.	Teams’	prac?ces	become	more	deeply	and	reliably	grounded	when	they	work	this	way.	
So,	it’s	best	to	choose	the	level	of	fluency	you	want	to	achieve	and	to	prac?ce	everything	needed	for	
that	level	from	the	beginning.	
	
	

Choose	your	level	of	fluency	



Different	approaches	to	facilitate	
We	believe	that	one	of	the	pillars	for	the	game	to	be	successful	is	that	the	team	feels	a	
strong	ownership	over	the	game	and	their	improvement	work.	Our	experience	is	that	
when	we	facilitate	in	a	way	where	we	listen	to	the	team	and	try	to	adapt	our	
facilita?on	along	the	way	makes	it	easier	for	the	team	to	take	that	ownership.	
	
Possible	ways	to	facilitate:	
1.   Present	the	model	approach:	Present	the	model/game	and	let	the	team	build	

the	game	and	then	decide	on	what	prac?ces	they	want	to	work	on	geVng	fluent	
on	next.	Establish	the	value/goals	of	implemen?ng	the	prac?ces.	Write	one	or	
several	improvement	stories	as	first	steps	towards	geVng	fluent	at	the	prac?ces.	

2.   Music	metaphor	approach:	Present	the	music	metaphor.	Either	by	presen?ng	it	
yourself	or	by	facilita?ng	a	discussion	that	builds	the	metaphor.	Let	the	team(s)	
build	their	models	using	a	training	from	the	back	of	the	room	approach.	

3.   Training	from	the	back	of	the	room	approach:	Give	the	team	minimal	
instruc?ons	to	get	started	with	the	game,	stay	available	for	the	team	to	pull	
informa?on	or	give	direc?on	if	the	team	gets	stuck	or	misunderstand	how	to	
play	the	game.	



Present	the	Model	approach	
o  Introduc?on	to	the	model/game.		

o  Put	the	different	levels	up	on	the	wall.	Describe	shortly	what	each	level	means,	stay	open	to	answer	ques?ons	or	have	short	discussions	with	
the	team	on	each	level.		

o  Team	discussion:	“At	what	level	in	the	model	do	you	as	a	team	want	to	get	fluent?”	
–  “Are	you	fluent	on	any	of	the	levels	already?”		
–  “Where	would	you	like	to	be	as	a	squad?”	
–  “On	a	personal	level,	where	do	you	think	you	would	be	most	sa?sfied?”	
o  If	the	team	seems	open	to	it	you	might	even	go	for	a	consensus	decision	on	this.	

o  “What	prac?ces	do	you	believe	you	need	to	be	fluent	at	to	be	able	to	be	fluent	at	all	the	levels	up	to	the	level	you	are	aiming	at?”	
o  Let	the	team	go	through	all	the	prac?ces	notes	and	discuss	which	ones	they	are:	(“teaching	moments”	oIen	arise	here	when	team	members	

ask	what	specific	prac?ces	are,	and	what	they	are	good	for	:)	
o  Fluent	at	(put	them	on	the	road)	
o  Prac?cing	(put	them	besides	the	road)	
o  Need	to	do	(put	them	under	the	“drivers	license”)	
o  Don’t	need	(put	them	under	“Park”)	

o  “Are	there	any	prac?ces	missing	in	the	game	that	you	are	already	doing	or	that	you	think	you	need	to	be	doing?”	
o  “Is	there	any	prac?ces	that	we	can	remove	and	s?ll	get	fluent?”	

o  Next	prac?ce(s)	to	get	fluent	at:	
o  Create	a	target	condi?on:	

o  Let	the	team	pick	something	they	want	to	start	working	on	to	get	fluent	at,	e.g.	by	dot-vo?ng.	
o  Discuss	and	define	what	it	would	mean	for	the	team	if	they	got	fluent	at	the	prac?ce(s).	E.g.	by	brainstorming	post-its	on	the	possible	benefits,	then	

discuss	and	group	them;	now	you	have	a	goal/target	condi?on.	
o  Write	improvement	stories	that	describes	the	first	steps	to	take	to	move	towards	fluency.	

o  How	to	integrate	this	improvement	work	to	your	daily	work:	
o  Discuss	how	the	team	will	make	this	happen	as	part	of	their	daily	work.	E.g.:	

o  The	improvements	stories	are	priori?zed	together	with	the	rest	of	their	work	in	the	backlog.	
o  Having	weekly	mee?ngs	to	plan/groom	their	improvement	work.	

o  Op?onal	perspec?ves:	
o  “Given	the	pace	of	improvement	work	we	are	currently	having	in	the	team	-	how	long	do	you	think	that	it	would	take	for	your	team	to	get	

fluent	at	all	the	prac?ces	that	you	have	listed?””	
o  “Do	you	believe	that	it	would	be	valuable	for	your	team	and	for	the	organiza?on	to	increase	the	pace	of	improvement	work?”	



Training	from	the	back	of	the	room	approach	

•  Do	a	really	short	
presenta?on	of	the	
level(s)	you	want	to	
focus	on	and	then	give	
this	sheet	of	ques?ons	
to	direct	them	during	
the	workshop	



Prepara?ons	for	facilita?ng	
•  Print	the	Game(s)	(one	for	each	squad)	(see	below	

on	how	to	do	this).	Put	in	an	envelope	and	write	
the	“user	story”	on	it,	or	just	write	the	squad	
name.	

•  Make	sure	you	have:	
–  enough	häImassa	(the	s?cky	stuff	you	put	on	the	back	

of	the	notes	to	s?ck	them	to	a	wall)	if	you	will	build	the	
game	on	the	wall/whiteboard	

–  Post-its	of	the	right	color	and	size;	so	that	the	team	can	
write	new	“prac?ces	notes”	(i.e.	orange,	yellow,	green	
&	pink);	an	alterna?ve	is	that	they	write	the	new	
prac?ces	on	blank	prac?ce	notes	

–  Sharpies	
–  Scissors	(unless	you	cut	the	papers	before	hand)	
–  Op?onal:	A	movable	board	that	you	can	bring	from	

your	workshop	to	your	squad	area	(with	your	built	
game	on	:).	

“User	Story”	
	
As	a	Squad	
We	want	to	visualize	and	get	a	shared	
understanding	of	our	current	way	of	
working	and	our	vision	of	how	we	as	a	high	
impact	team	would	work	
So	that	we	can	take	ownership	over	
con?nuous	improvements	towards	
becoming	an	high	impact	team	

Envelope	to	team	



An	example	on	how	a	game	could	look	like	for	a	team	

See	more:		
-	Our	talk	at	Agile	Sverige	(in	swedish)	
-	Fluent_agile-as2014.pptx	



Building	the	game	

•  Print	the	game;	one	copy	for	each	team	(see	
instruc?ons	below)	

•  Laminate	the	sheets	(there	is	a	lamina?on	
machine	on	10th	floor	in	the	printer	room*)	

•  Put	the	sheets	in	an	envelope	

	
*	Spo&fy	Stockholm	office	specific	info	J	



Building	the	game:	

Prin0ng	

Make	sure	to:	
-  Scale	to	fit	paper	
-  Two-sided:	Short-edge	binding	
-  Set	the	range	of	slides	to	print	

(first	slide	is	the	“Focus	on	
technical	tasks”	slide)	



Prin?ng	starts	aIer	this	slide	!!	



Focus 
On 

Technical 
Tasks 



Individuals	or	loosely	coupled	teams	that	work	in	an	
ad	hoc	manner	or	following	a	plan.	
	
This	state	is	oIen	characterized	by	having	a	PMs,	
Gank	charts,	detailed	and	comprehensive	specs.	Or	it	
can	be	very	ad	hoc	and	reac?ng	on	stakeholder	needs.	
	
This	state	might	resemble	the	“Op?mize	Value”	or	the	
“Op?mize	for	System”	states.	
	

Pre-Agile	



Focus 
on 

Value 

Deliver 
Value 



You’ll	have	greater	visibility	into	
what	your	teams	are	working	on,	
and	you’ll	be	able	to	direct	them	
towards	the	20%	of	the	work	that	
provides	80%	of	the	value.	

It	takes	2	–	6	months	of	prac?ce	to	shiI	
from	independent	individual	contributors	to	
a	collabora0ve,	team-based	workplace.	
The	team	may	need	more	aken?on	from	
the	organiza?on	in	terms	of	informa?on	
about	business	priori?es	and	customer	
value	as	well.	

Team	members	must	learn	to	plan	in	terms	
of	business	results	rather	than	technology,	
and	they	must	learn	to	take	responsibility	
for	the	success	of	the	whole	team	rather	
than	their	contribu?on	as	individuals.	
Scrum	and	Kanban	are	methods	used	at	this	
level.	

You’ll	see	much	higher	quality	
soIware	and	drama?cally	
improved	responsiveness,	
shipped	as	oIen	as	the	market	
will	bear.	

To	reach	fluency	at	the	this	level,	study	and	
prac0ce	techniques	such	as	those	
described	by	Extreme	Programming,	
SoIware	CraIsmanship,	DevOps,	and	Agile	
soIware	quality	gurus.	Some,	such	as	test-
driven	development,	are	of	the	“moments	
to	learn,	life&me	to	master”	variety.	

Developing	team	members’	skills	to	the	
point	of	fluency	takes	?me	and	significant	
effort,	oIen	3	–	24	month.	Produc?vity	will	
oIen	decrease	as	the	team	learns	new	
skills	and	pays	off	technical	debt	in	exis?ng	
code.	

Agile	Fundamentals	Agile	Sustainability	



Optimize 
Value 

Optimize 
for 

Systems 



The	team	understand	what	the	
market	wants,	what	your	
business	needs,	and	how	to	meet	
those	needs.	Or,	as	in	a	startup	
environment,	they	know	what	
they	need	to	learn	and	how	to	go	
about	learning	it.	

Achieving	this	level	of	fluency	oIen	takes	
several	years--not	because	of	the	skills	
required,	but	because	people	in	the	
organiza0on	must	learn	to	trust	the	team	
and	its	use	of	Agile	before	making	changes	
that	affect	their	power,	control,	and	familiar	
ways	of	working.		

It	requires	teams	to	incorporate	business	
experts	as	full-?me	team	members.	
Lean	Startup,	Lean	SoIware	Development	
are	useful.	Agile	chartering,	embedded	
product	management	teams,	customer	
discovery,	and	adap?ve	planning	are	all	
examples	of	techniques	used.	

Teams	contribute	to	enterprise-
wide	success.	Team	members	
understand	organiza?onal	
priori?es	and	business	direc?on	
and	will	sacrifice	their	own	needs	
to	support	the	needs	of	a	product	
more	cri?cal	to	business	success.	

Requires	shiIing	organiza?onal	culture	to	
focus	on	the	whole	system,	it	also	requires	
working	at	the	bleeding	edge	of	Agile	
prac?ce	and	poten?ally	inven?ng	new	ways	
of	applying	systems	thinking	to	Agile.		

For	most	organiza?ons,	this	level	of	fluency	
is	probably	best	leI	as	an	aspira?on	for	the	
future.	
However,	if	you’ve	done	the	work	to	build	
and	support	mul?ple	teams	with	solid	three-
star	fluency,	you	may	be	most	of	the	way	
there.	

The	Promise	of	Agile	Agile’s	Future	



“A team that works  
together to focus on creating 
business value rather than merely 
finishing technical tasks” 

“A team with the ability  
to create and ship low defect 
software as frequently as the 
market will accept it” 

2	star	 1	star	

“A team that collaborates 
with other teams to optimize the 
value produced by the whole 
organization” 

“A team that dances and  
turns in response to changing 
market conditions, and 
collectively take responsibility 
for building the best product 
your investment can buy” 

3	star	 4	star	





Team Culture 
Shift 

Team Skills 
Shift 

Organizational  
Culture Shift 

Organizational  
Structure Shift 
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Radical Self-
organization 

Tangential 
business 
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P 
AGILE DRIVERS LICENSE 

Awesome Squad!





“Our Awesome 
vision” 

*Please	update	the	vision	statement	in	this	slide	to	fit	your	organiza?on.	Or	as	
an	alterna?ve	have	a	discussion	in	the	team	about	what	they	see	as	their	vision.	





Hobby	musician	/	Studio	ar?st	/	Solo	ar?st	

A	musician	that	plays	by	
herself.		

Could	be	a	hobby	
musician	or	a									
professional	studio	
musician	or	a	solo	ar?st	

The	personal	skill	level	
can	span	from	novice	to	
world	class...	





Band	
Crea?ng	music	together	
simultaneously	

Play	others	music.	

Play	what	the	audience	want	
them	to	play.	

Have	a	repertoire.	

Usually	plays	at	weddings	and	
aIer-ski	or	dansband.	

Can	be	very	successful;	
e.g.	???...		





Symphony	orchestra	

Super	skilled	musicians	

Playing	by	notes	

Directed	by	a	conductor	





Successful	band	in	control	of	their	
music	

In	control	of	their	
music.	

They	write,	produce	
and	record	it.		

Might	even	have	their	
own	record	company.	

Delivering	music	that	
people	like.	





Improvising	(symphony)	orchestra	crea?ng	
fantas?c	music	in	the	moment	

No	conductor.	

No	notes.	

Can	use	signals	and	
signs	to	give	direc?on.	

Every	performance	is	
unique.	

THE	LONDON	IMPROVISERS	ORCHESTRA	





Prin?ng	Stops	before	this	slide	!!	



Slides	with	material	not	yet	used	or	
thrown	away	(i.e.	ignore	them...)	





Spare	pics	


