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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.




Culture

stuff that people do without noticing it
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F ailure story:

How to burn € 1 billion

€
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Pust Java - an agile/lean showcase

» Agile & Lean » Media Success
» Gradual rollout :> » Happy users |_7__ 1
> Real users involved - Happy team (00 s dmo—:::’:\m;n

Bottom-up decigion making
Value-driven
Suitable tech platform
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+ Waterfall
- Big Bangrollout

- [nappropriate tech platform N
« Realusers not involved Media Disaster

« Top-down decision making ’ Fur!ous users
- Warnings ignored » Furious team

« Cogst-driven

Nyheter Om blaljus.nu Lankar Styrelseinfo Tidningen POLISEN Kontakta oss

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 véra "méil”, men
framst genom budgetuppfyllelse) dn efter 1angsiktig samhallsnytta ar det inte konstigt att det
ibland fattas tveksamma beslut. Det virsta exempel jag kidnner till p& hur snélheten totalt har
bedragit visheten i polissverige stavas dock "PUST Siebel". Ifrén att ha haft ett vilbehovligt nytt
avrapporteringssystem p ging som trots alla manniskors (och organisationers)
férandringsobenigenhet togs vil emot, PUST, sé byter man ned sig till ett system dar det numera
tar nirmare ett helt arbetspass att rapportera en rattfylla eller ett ringa
narkotikabrott. Aven om det forhoppningsvis kommer att bli mindre uselt in vad det &r idag di
det avlusas s& har ledningen varit tydliga med att det aldrig kommer att bli lika bra som det ) )

gamla PUST, di detta var skraddarsytt for oss medan PUST Siebel bygger pd en mer - rik i
generisk/generell plattform. Det ansfigs alltsd inte vara virt pengarna att ha ett vil anpassat Po]-isens nva SVStem hr en t g
datasystem for den administration som ca 20 000 poliser dagligen dgnar sig t, och kommer att id

dgna sig 4t i irtionden framét. t sti uv

—

How to burn
€ | billion

vicher stor
Viirsta el iska sjdlvmilet ni in? internt | fiera anmalningar berkttar pokser hur Shuta snarka pd
Aven om man helt ignorerar personalens frustration och bristande arbetsmiljo s verkar detta for A ST rutindrenden kan ta flera timmar och att de sitter pd - fnsloe
mic vara hland da virsta skanamicka cilymélan iac har skddat nch dat clrivar iag vil madvaten 1e el SVENBERG stationen | sthliet 157 att vars ute pd fiRet. .
;j‘ B Fem timmar f8r att rapportera rattfylla

Fem tmmar
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Culture eatse Process for breakfast!
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Success story:
Revolutionizing the
mugic industry
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Once upon a time the mugic industry was broken
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better way....
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Let’s revolutionize the
mugic industry!

=3 Play Everywhere!

Spotify

you’ve bought every song in the world!

Like a magical music player in which }




20,000 tracks added

every day

H

2.0 million tracks
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30M{

24 niillion
Free uger
20M
6 million
oM Paying users

2006 2007 2008 2009 2010 20t 2012



4 dev centers acrogs 3 time zones
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Staff doubles every year

1000 {000+ employees
28+ countries
750
500
250

2006 2007 2008 2009 2010 201t 2012
Henrik Kniberg



Happy employees (degpite growth pain...}

100% .
90% - . ¢ * *
S;;c;’;l/fy A, Dropbox Google
80% - 93%  go% ooy Twitter Pt
70% | 85% 8p1p%e Mi;;c;oft O *
60% - Amazon Qracle *
| 66% 65% IBM
50%
% of employees that would 9% #
@7 recommend this company to a friend HP
30% - 44%
20% -
10%
0%

Henrik Kniberg Source: glassdoor.com



Born Agile - and
breaking all the rules!
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2006: small agile fish was born
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Grew up to form an agile culture
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Scrum practices started getting in the way

Sprint

planning

Henrik Kniberg



Shu Ha Ri =

Shu = Follow the rules ﬁ
Ha = Adapt the rules
che rules! }

Ri= Ignore the rules
gcrUMbUfophO.b ia (I’\) f% ﬁRules are agood |
See also: Serumdamentalism start, then break

Fear of doing Serum wrong them when
needed.

Symptom: Stuck in Shu
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Agile > Serum

chum Aglle

Serum Magter Agile Coach
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Principles > Practices

[terative
Regpond to
change

development
Servant

[nspect &
Adapt
leadership

Henrik Kniberg

Continuous
[mprovement

Autonomous
Teams



Autonomy > Consistency
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Autonomous Squad

2P

« Small, co-located, self-organized
- End-to-end respongibility for the

mission

7
D

stuff they build -

from design to commit to deploy to maintenance.
» Within the scope of its mission, a squad is empowered to
decide what to build, how to build it, and how to work together while doing it.

Reality eheck: Not all equads are this autonomous (yet)

Henrik Kniberg




Office optimized for autonomous squads

avav,
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Broader mission = more autonomy
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Spotify Premium

ree THEE ROYAL CONCEPRL

D Messages : ? = : ._ ; S OLDRUSHED
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©e App Finder : L i =

3 Top Lists E . \
Radio

& Last.fm

A Tunigo R T . . . LYSSNA

£} Library Sl .
Local Files

- Starred People who listen to Norah Jones

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

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

+ New Playlist are also listening to Stacey Kent.

*[] bootcamp-14

11 Jenny kalas

3 kul = | & ?a
J Folkmusik + 1 3 ; 4

71 Mozart K467
I Beachmys
,I'J Funky Favwo
1] . Sviina =
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Stacey Kent Bob Marley Tom Waits

18,941 Followers 241,889 Followers 172,005 Followers
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Why Autonomy matters so much

- Motivation
» Speed
» Sealing

“"’

Henrik Kniberg

Dani lH I-1 1k

DR'VE

2 FACTORS LEAD To BETTER

PERFORMANCE & PERSONAL
I SATISFACTION...
AUTONOMY %
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Be autonomous. But don’t suboptimize.

- Be a good citizen in the Spotify ecosystem
- Spotify’e miggion > Squad’e miggion
» Collaborate & sync with other gquads
» Follow agreed-upon standards

Henrik Kniberg



Office optimized for cross-gquad collaboration
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E xample: Sprint demo & open discussion




Alignment & Autonomy

False dichotomy!

A(ignmenf Aufonomy
Do what @ﬂ
Do
S P

Henrik Kniberg
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Alignment enables Autonomy

We need to E‘_‘gd a’
eross the river O We need to
eross the river Figure out how!

High o
Alignment Author Matle Innovative
organization AO» organization @\
Conformist  @y» Collaborative @~
culture B> culture @/‘
& g
Hope someone is
working on the
Micromanaging Entrepreneurial river problem...
organization organization @2 o
; Chaotic )
Low lcr::li)ﬁgenf "@ culture b ‘p
Alignment Q, 3 @

Low Autonomy High Autonomy

Henrik Kniberg



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

Henrik Kniberg



Measuring autonomy % e

o268 ®

Productowner

Agile coach . ’ . ’ . Q . ’ . ’
Influencing work O&R O O O R
Easy to release OR O Q% O O %
Processthatfitsteam O mp @ R ORr O O
A mission OR_ 0% O% O% ON 2
Org. support o O O O mp O
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How to measure dependencies

Agk people!

2 Music Player

Cantem
k|
- Conbent
5 Canbent
B Content
T Conbem
B EFS
9 BFS
i BFS
11 BFS
iz BFS
13 BFS

Henrik Kniberg

MeXT

BF5
Team 2
Taam 1
LI
Conbent
Mokala
Analytec s
Team 3
Team 1

Same triba?

Shrwang Heed machings. conmections, belp set-up things ste
Weeks really well in generall. but at times the workdosd
on cpeabons causes the lead times o grow and slow
s doram

_51-:-'39:& Mod Bagy, mostly information'commiuescadion
needs 1o happen
Commuracation anouwrsd nesd siory
[ESSGA Content sngesteon
1 Heed UK 10 digcuss, resew and peovde mock-ups:
%Ilur-‘nal dependencies, sprint work

Showing Ho mtemal mobde developess within Squad

i AB test results slowing down roll outs of features
VWasteng for data dumps

[Funs S Vet for data dumps




Open-source model




Minimum standardization

& Typical convergation:
2 | |
| How does J @ @
RS Spotify X?
kR |
R <££§ {tﬁﬁfzﬁ;§nikk_ (g%%‘@gga -
' - R R
229 - @ @ &R
AR N\ & (é;%
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AR .
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g 2% 22
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Cross-pollenation > Standardization
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So how do squads actually work?

All squads

Have a miggion Have aPOin
the team

Sit together Have an agile
Most squads approach
Do Do sprints
: and/or Have an
Own quality (oshe s kanban agile coach
Have
tagkboards on Do daily
the el Some squads standups
Do demog Measure ESﬁmafe
veloeity
Use burnup/
Do ”eerum of burndown charts
serumg”

(daily syne)

Henrik Kniberg
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Mutual respect

My colleagues
are awesome!

Henrik Kniberg



Measure motivation & relentlessly focus on it

Hi everyone,
Our employee satisfaction survey says
91% enjoy working here,

and 4% don’t enjoy it here.

This is of course not satisfactory,
and we want to fix it.

If you’'re one of those unhappy 4%,
please contact us.

We’'re here for your sake, and nothing else.

Henrik Kniberg



Community > Structure
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Each Tribe is a lightweight matrix
Tribe Tribe

/@\ /@\
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Guild unconferences







who ig making decisions,

If you need to know exactly
you are in the wrong place

Organie structure
emergent, dynamic

Henrik Kniberg



Making release easy

Henrik Kniberg




Vicious eyele :’> Virtuous eycle
Releasing is
hard easy

g Releage 5 Release
geldo often
Henrik Kniberg




Decouple as much ag possible

First the Spotify client was a monolith...

gt

Container squad

Henrik Kniberg



“Qelf-gervice” model

Henrik Kniberg



Releage traing & Feature toggles

Releasge! Release!

Henrik Kniberg



Pughing for Continuous Delivery

Deploy to Deploy
P)\'staging _| ﬂ | to prod ’
Manual
tegt

Commit-to-Deploy squad

Henrik Kniberg



Trugt > Control
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We trust our people to make informed decisions about
the way they work and what they work on

Agile at scale
requires
Trust at scale!

\
Agile culture demands

that there are NO internal
politics involved!

4 When you give people the
~ freedom to create without
fear of failure, amazing things

happen! B

[VALVE]

Henrik Kniberg



The reward for
doing a good job
today is having
a job tomorrow

Fear ki"g MOﬁVQﬁOn Turnover ig 2o quick that

it's almost unnecessary to

Even in “agile” companieg | unpack your bag.

They love firing people for
things that aren't under the
employees entire control

% of employees that would recommend this company to a friend

100%
A A
80% Spotify Facebook Dropbox Google _ O
95% 93% 90% 90% Twitter
60% 85% Valve
75% Eed
40% Netflix
50%
20%
0%

Henrik Kniberg http://www.forbes.com/sites/edwardiawler/2013/06/24/netflix-we-got-it-right/



Failing = Learning

Screwing up is a great way
Move fasf and to find out that your
break things agsumptions were wrong

g Ao

Henrik Kniberg



Celebrate failure
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How we ghot
ourselves
in the foot

Asdf asdf asdf ddhffdd asdfsdfasdf s
dfs eilkjsdfkjh dkd ie kkd kdsflk sdi elk
sdfkjh sdfkjhasdflkj dk dj wi dm chedfjh
wlkjsdm

WTF?

Slkdfoi elk sdil wkdkdk dk dkiwlslkj dlkh
illg;j?dﬂkj dpijslkjdildk slkdflk sdflk sdlk
js

Sdflk sdfedfasdf

[nternal blog:

Celebrate
failure!

Asdf asdf asdf ddhffdd asdfsdfasdf s
dfs ei lkjsdfkjh dkd ie kkd kdsflk sdi elk
sdfkjh sdfkjhasdflkj dk dj wi dm chedfjh
wlkjedm

dfig dijh elkkd dj dflk] sdfigh sdf

Slkdfoi clk sdil wkdkdk dk dkiwlslj dlkh
ﬁllgd‘srdﬂlg dpijslkjdildk slkdflk sdflk sdlk
g

Qdflk sdfsdfasdf




Retrospectives & Post Mortems

Driven from below
Supported from above

What did J

we learn?

Henrik Kniberg



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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Blast Radius” via gradual rollout
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[O0% control = O% motion

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

- Mario Andretti

Henrik Kniberg



Servant leadership

Manager’s job:

- Havingeonirel Hou can
[ help?

» Coaching @
» Mentorship

- Enabling

» Solving impediments

Henrik Kniberg
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®
Fig. 24 Methods to find out what’s going on

. Talk to someone in a meeting

. Talk to someone in the elevator

. Talk to someone in the kitchen

. Talk to someone in the bathroom



Value

Impact

Henrik Kniberg




l[dea/Problem
Vo S
arrative &
Prototype
Build MVD
\

G D = Qoo
N Qe iV
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[mpact-driven development

Backlog

[mpact A/B test

Henrik Kniberg



Flexnblln‘g > Stability

lnnovaﬂon predlctabilitg

Henrik Kniberg




[O0% predictability = O% innovation

Do what
you need.

Focus on
[nnovation

Henrik Kniberg

" Storypoints! )
Velocity!
Burndown chart!

Sprint “commitment”

\K'raﬁk hours! )

Requirements Doce!
Change Control Board!
Gannt Chart!

Focus on
Predictability

Typical
Waterfall

[ 11011 [ L | raas




° ° '
Unleagh the innovation! ki
iﬁffj' e 20% time 0%
months

faceboo G0081€

last Friday
every month

{ Lab Day

An agila war story

Scrum and XP
from the Trenches

How we do Scrum

Henrik Kniberg
Forewords by Jeff Suthertand, Mike Cohn

l n fo Q Enterpwise Saftvare Developens Series

Henrik Kniberg




E xperiments

&
Data

Henrik Kniberg

Arguments

&
Opinion




Vertical or Horizontal
Ullayout?

E xperiment-friendly culture 8% v 8

Tool A or

Tool B?

Let’s try .

both and Egexdriven . ‘
compare

Opinig*deiven ...
Authority-drivéne...

Data-driven decisione!

What’s the hypothesis? J

What did we learn? ]

What will we try next? J

Do we really need
serum-of-serums?
Should we merge
Let’s skip it and these two tribes?
gee if we migg it
[ Let’s try. ?

Henrik Kniberg



Waste-repellant culture (= Lean) T
Keep R

Otherwige, dump it.
: +  Retrogpectives
; Try *  Daily standup -
' Google docs

GIT
Guild Unconferences

—_—!* :
Q Skip/Dump

Useless meetings
PMO & PM role
Timereporting
Handoffs

Acceptance test phage
Task estimates
Corporate BS

Henrik Kniberg



Improvement boards & “definition of awesome”

What would Awegome look like for your Awegome architecture
Guild/ Tribe/Squad/Project

What would take you One Step Closer
i to Awesome?

Improvement themes
(high level improvement areas)

N2 [ can build, test,

and ship my
feature in a week.

[ use data to learn
from it and my
improved vergion
is live in week
two.

Awesgome autonomy

Fully empowered
to decide what to

IMPROVEMENT THEMES

Active themes

Mairies for sauace

Squad l.-nuu: ,ruﬂ :uh At a0 h
el Bred] — — build & how.
u::u. Improvement stories Never blocked on
(sub-board with concrete actions inside a theme)
: e other squads.
" d o

i

kel

Always get help
when we need it.

1 i

TIEININ Inpen g



IMPROVEMENT THEME

XT TARG
NOW/PROBLEM %%Nora N

T
s Missing or bad
o ombalioa 4

o Lack o sbilh ip
tesl mbvmatior

Definition of Awesame |

*SUPU wnbidest on
qualily of detivecrables

A Super low entry point
e test on n..,; pletlom _

X Testirg is secord nalyce 0
" !‘Jn—"'ﬁ and eu-“,.,u“ ;

=% 6 weeks frov new:
S —— —— D e e e —_
e il T— - — D 7
D — N — —

D——~-

e —————————————

DEFINITON OF
e e FIRST STEPS

o - e
0 —— — — —
O = =~ > ==

MANAGING PEOPLE FOR
IMPROVEMENT, ADAPTIVENESS,

Henrik Kniberg

AND SUPERIOR RESULTS




What we’ve learned about Big Projects

(. Avoid Big Projects whenever possible.

2. When unavoidable, do:

Daily sync Weekly demo
[to regolve equad dependenciee) [t evaluate the integrated product)

2=

Henrik Kniberg



Big E xperiment: Personal Bonus system

Dan Pink was
8 E right...
Daniel H. Pink

D

Henrik Kniberg



> One whole week.

+ Everyone in Tech (300 ppl)
» Build whatever you want....
» With whoever you want...
» [n however way you want.

» Demo & party on Friday!

_| Next experiment

S?oﬁfy—wide hack week!
All departments.
>1200 ppl!



Spreading & reinforcing
the culture

Henrik Kniberg




Roles dedicated to culture & improvement
People Operations (Pops)




[ l mos;‘ll<g just go ar?)und %
. talking to people
Story telling 2 obeeb ,

- Chief Architect

All- hagis__ demos 8, post-mortems

R ——

Henrik Kniberg






~

We’re here to help you get to
know each other better, and to

Social group make sure you have fun while
\\ doing it! y

Live bands
Board games Guitar lessons
Parties Tri
Yoga rips Movie nights
...ete...

Henrik Kniberg



Ohallenges & pam points

Henrik Kniberg




Growth pain

Unstable squads
Scaling breaks stuff all the time M€ » ¥y

» Yeaterday'e “brilliant colution” ary
e today’s impediment @
Cross-timezone collaboration -

» 50+ gquads, 4 citieg, 3 timezoneg
Technical debt
...ete,ete ...

Henrik Kniberg



Staying balanced

Henrik Kniberg



Wrapup

Henrik Kniberg




Culture > Process

Shu-level Serum ean get you out a ditch, but won’t make you fly.
» Learn the rules 20 you can break them
Healthy Culture heals broken process.
» Hack the culture, and procesg will follow
Agile is Fragile.
« [tig only sustainable over the long term
it all parte of the organization are committed to it.
You are the culture.
» Model the behavior you want to gee

Henrik Kniberg



Culture S Process

rghu-level Serum can get you out of a ditch, but won’t make you fly.
» Learn the rules 2o you can break them

~ Healthy Culture heals broken process.

-+ Hack the culture, and procese will follow
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