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CONVENTIONS USED IN THIS BOOK 

Throughout this book, I have used specific styles and icons 
to draw your attention to term definitions, tips, examples 
and case studies. Watch for the following: 

 
Quotations are used at the beginning of each 
chapter and section to provide context and invoke 
thought.  

 
Term definition: These are new, or specific, terms 
that relate to Agile, or Agile Business Management. 
These terms will always appear capitalised in the 
main body of the book. A complete list of terms and 
definitions can be found in the glossary.  

 
Tips will provide helpful advice, suggestions or 
caveats to help implement Agile Business 
Management. 

 
Examples: Each example illustrates the possible 
uses of the methods, techniques or processes 
described in the section.  

 
Case study: A case study is a detailed account of 
how actual organisations have used these methods. 
Each case study examines the drivers for change, 
the solution and its implementation, and the 
ultimate outcomes. In many cases, the case studies 
are written by, and attributed to, the reference 
organisation. 
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INTRODUCTION 

 
‘There is nothing wrong in change, if it is in the 
right direction. To improve is to change, so to be 
perfect is to change often.’ 

Winston Churchill, 1925 

Agile is about change; changing how you think, changing 
how you work, and changing the way you interact. By 
accepting, embracing, and shaping change, you can take 
advantage of new opportunities to outperform, and out-
compete, in the market. While this sounds simple, change, 
by its very nature, is not easy. 

The concepts in this book change what it means to do 
business. ‘Agile Business Management’ is a series of 
concepts and processes for the day-to-day management of 
your organisation, regardless of industry, size or location. 
The end goal is to improve business adaptability, staff 
engagement, quality, and risk management, for the benefit 
of your Customers. 

Agile Business Management is not a quick win; it is not a 
‘three-step plan’ to a ‘better business’. Agile Business 
Management is hard work, and requires a cultural shift 
from the traditional business practices of hierarchical 
corporate structures, customer engagement, staff 
management, and work processes. 

This book divides Agile Business Management into four 
domains, each requiring corresponding changes to the way 
your business operates. The first domain is You, the Agile 
Manager. Though it may seem daunting, changing the 
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mindset and processes of management is probably the 
easiest change to make. It only requires an open mind and a 
willingness to adapt to a changing business environment. 

The second domain is Integrated Customer Engagement –
the changing relationship and interactions between you and 
your Customer. Under Agile Business Management, 
Customers take on direct responsibility for the delivery of 
their Requirements. Teams and Customers work closely 
together, collaborating towards the desired outcomes. To be 
Agile, means to be flexible and adaptable to changing 
circumstances, and nothing changes more than your 
Customer’s needs. 

The third domain is the Structure of an Agile Organisation 
– how you manage your staff, the heart of your business, 
and how they relate to the rest of the organisation. This is a 
change from a traditional hierarchy, towards self-
empowered individuals and Teams. One of the strengths of 
Agile Business Management is the focus on personal 
empowerment, developing engaged staff as a mechanism to 
drive improved customer outcomes. Whilst empowerment 
is difficult to define and measure, the outcomes are clear. 
Employees have the responsibility, accountability and 
authority to deliver to the Customer’s Requirements. 

Having examined the role of the Customer and Team, it’s 
time for the fourth and final domain – Work, the Agile 
Way. Agile Business Management uses Just-In-Time 
planning, and an Incremental, or Continuous, Delivery 
process, that allows for rapid change when scope and 
circumstances change. Customers work alongside the Team 
to shape and direct the outcomes, while the Team regularly 
deliver partial, though functional, products to the Customer. 
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The product itself will continue to evolve, as each Iteration 
builds upon the last. 

As no two organisations are the same, the design of Agile 
Business Management is both generic and customisable. 
Designed to be applicable to most organisations, it is 
agnostic to the size, industry, nature, location, product base, 
and culture of your organisation. Where possible, this book 
also uses common terms and definitions. This means that 
you will gain the greatest benefit from a considered and 
tailored implementation, rather than applying every concept 
in this book verbatim.  

There are two approaches you can take when implementing 
Agile Business Management – the first is a selective, 
methodical and Incremental approach, and the second is a 
faster, all-at-once, big-bang approach. While each 
organisation has different needs, experience shows that a 
slower, more considered approach to process improvement, 
usually leads to better results. Start by changing those 
processes that provide the greatest organisational 
improvement, observe the outcome, and use that feedback 
to shape the next change. This is, in itself, an agile 
approach to Agile. Done correctly, changes in process lead 
to observable business improvement, which in turn leads to 
change in the mindset of the organisation. As always, 
appropriate staff and executive training should complement 
any organisational change. 

Agile Business Management has been many years in the 
making, and draws on the underlying principles and 
concepts of the Agile movement. Originally developed by 
the software engineering industry, you can apply most of 
the concepts of Agile to technical and non-technical 
organisations of any size. The management concepts and 
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processes have been implemented across numerous 
organisations and departments, from managing people and 
resources, operations management, financial management, 
Sales and Marketing processes, IT support, and of course 
software engineering. 

Join us for the journey. 

What is Agile? 

 
‘Plans are worthless, but planning is everything.’ 

Dwight Eisenhower, 1957 

Firstly, it is important to understand that Agile is a value 
system – not a process. 

Based on the Lean Manufacturing1 practices, and adapted 
and extended for the software industry, Agile is a generic 
term that describes over 50, sometimes conflicting, methods 
and frameworks for working in an adaptable, Customer 
focused, and Incremental way. These frameworks cover the 
full spectrum of business and product delivery; including 
strategy, planning, design, development, Q/A and 
management. Though Agile has only recently gained 
popular awareness, many organisations have been using 
these frameworks for over 20 years, and, in the case of lean 
manufacturing, over 50 years. Well-known Agile 
frameworks and techniques include Scrum2, Extreme 

                                                 
1 The Machine That Changed the World, Womack, Jones and Roos (1991). 
2 Scrum Alliance, Scrum, n.d. 
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Programming (XP)3, Test-Driven Development (TDD)4, 
and Kanban5. 

 
Customer: An individual (or organisation) who 
engages one or more Teams to deliver a series of 
Requirements, and who has the responsibility, and 
authority, to direct the delivery of the products or 
services. 

 
Team: A small group of between five and nine 
staff, containing a cross-section of skills, 
permanently, or temporarily, grouped together to 
deliver one or more Customer’s Requirements. 

The first major milestone in the Agile story was in February 
2001, when representatives from many of the fledgling 
Agile processes, such as Scrum, DSDM, and XP came 
together to write the ‘Agile Software Development 
Manifesto’6. Consisting of four core values and 12 
principles, the Agile Manifesto forms the basis of all Agile 
frameworks, including Agile Business Management, and 
defines what it means to be ‘Agile’. 

In Agile Business Management, the four core values define 
how you do business as an Agile organisation: 

1 We value individuals and interactions over processes 
and tools (see Chapter 3: The Structure of an Agile 
Organisation). 

                                                 
3 Extreme Programming Explained: Embrace Change, Beck (1999). 
4 Test-Driven Development by Example, Beck (2002). 
5 Kanban: Successful Evolutionary Change for Your Technology Business, Anderson 

(2010). 
6 Agile Manifesto, Beedle, et al, n.d. 
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That is, while processes and tools can help sustain a 
consistent level of output, motivated individuals and Teams 
collaborating and working together, are more creative, and 
can produce higher quality work. 

2 We value working software over comprehensive 
documentation (see Chapter 4: Work, the Agile Way). 

In an Agile Business Management context, replace 
‘working software’ with ‘delivered Customer 
Requirements’. This means that, while processes that 
support delivery are important, the Team’s focus should be 
on delivering to the Customer’s needs. 

3 We value customer collaboration over contract 
negotiation (see Chapter 2: Integrated Customer 
Engagement). 

Written contracts are still important. However, you should 
be treating your Customer as a partner, not as an opponent. 
The goal of an Agile contract is to facilitate rather than 
protect, though it can do that as well. 

4 We value responding to change over following a plan 
(see Chapter 4: Work, the Agile Way). 

Under Agile Business Management, plans are useful as a 
guide, but adapting to the Customer’s changing 
Requirements brings greater business value, for both you 
and your Customer. 

The values on the right (processes, documentation, 
contracts and plans) are still important to a successful 
business; however, to be adaptable and Agile, you need a 
greater appreciation of the values on the left (individuals, 
working software, customer collaboration, responding to 
change). 
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Requirement: Also called a User Story, or Minimal 
Marketable Feature, a Requirement is a specific, 
documented and deliverable Customer need. 

Supporting the four core values, are the 12 principles of the 
Agile manifesto that define the Agile mindset. These are 
the key business attributes that are most important to Agile 
practitioners. Keep in mind that, although originally written 
in the context of software engineering, the same mindset 
applies to business management. The adoption of this 
mindset within the management structure of an organisation 
is critical to the success of any Agile Business Management 
transformation process. 

1 Our highest priority is to satisfy the customer through 
early and continuous delivery of valuable software 
[Requirements]. 

2 Welcome changing requirements, even late in 
development. Agile processes harness change for the 
customer’s competitive advantage. 

3 Deliver working software [completed Requirements] 
frequently, from a couple of weeks to a couple of 
months, with a preference to the shorter time-scale. 

4 Business people and developers [Team Members] must 
work together daily. 

5 Build projects [Teams] around motivated individuals. 
Give them the environment and support they need, and 
trust them to get the job done. 

6 The most efficient and effective method of conveying 
information to and within a development Team is face-
to-face conversation. 
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7 Working software [completed Requirements] is the 
primary measure of progress. 

8 Agile processes promote sustainable development. The 
sponsors, developers [Team Members], and users should 
be able to maintain a constant pace indefinitely. 

9 Continuous attention to technical [and non-technical] 
excellence and good design enhances agility. 

10 Simplicity, the art of maximising the amount of work not 
done, is essential. 

11 The best architectures, requirements, and designs emerge 
from self-organising Teams. 

12 At regular intervals, the Team reflects on how to become 
more effective, then tunes and adjusts its behaviour 
accordingly. 

Understanding these 12 principles is critical to 
understanding Agile, and Agile Business Management. 

The values and principles of the Agile manifesto, as well as 
some of the successful Agile frameworks from the ICT 
industry, form the basis of Agile Business Management. 
The specific frameworks that Agile Business Management 
utilises include Scrum (for its Incremental product 
development processes), Kanban (for its continuous 
workflow management process), Test-Driven Development 
(as a mechanism to embed quality control in the work 
cycle), Feature Driven Development (as a mechanism to 
break large Customer Requirements into deliverable Tasks) 
and Extreme Programming (to provide sustainable delivery 
within Teams). 
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Scrum 
Scrum is described as a ‘framework within which you can 
employ various processes and techniques’, rather than a 
process, or a technique, for building products7. 

Primarily used as a project management and product 
development framework8, Scrum describes a framework (as 
shown in Figure 1) for the Incremental Delivery of complex 
products. The Scrum framework is primarily team based, 
and defines associated roles, events, artefacts and rules. The 
origins of Scrum trace back to the mid-80s, but it was not a 
unified framework until 19959, when Jeff Sutherland and 
Ken Schwaber brought together the related experiences and 
research on Incremental product development and project 
management. 

 

Figure 1: Scrum framework – Mountain Goat Software  
(CC-AT) 

                                                 
7 Scrum Guide, Schwaber and Sutherland (2011). 
8 Agile Software Development with Scrum, Schwaber and Beedle, (2002). 
9 Business Object Design and Implementation, Sutherland and Schwaber (1995). 
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Kanban 

The original concepts of Kanban (カンバン) were 
developed in the 1940s and 50s by Taiichi Ohno10 as part of 
the Toyota Production System, as a mechanism to control 
Just-In-Time (JIT) production and manufacturing 
processes. Kanban, which approximately translates as 
‘signboard’, is described as a ‘visual process management 
system that tells what to produce, when to produce it, and 
how much to produce’. The modern Kanban method, as 
formulated by David J Anderson in 200711, is an adaption 
of the original JIT approach, with an emphasis on staff 
welfare and continuous process improvement practices. 

 
Just-In-Time: A production strategy that strives to 
improve a business return on investment by 
reducing waiting inventory and associated carrying 
costs. 

At its simplest, each prioritised Task (or Card) on a Kanban 
Board passes through a visualisation of the Team’s process, 
or workflow, as they happen. Each primary activity in the 
Team’s workflow is visualised as columns on the Kanban 
Board, usually starting at Task definition, and finishing 
with delivery to the Customer. Of course, being Agile, 
these Cards and activities are visible to all participants, 
including the Customer. Figure 2 shows the actual Kanban 
Board used to track the writing of this book. 

  

                                                 
10 Toyota Production System: Beyond Large-Scale Production, Ohno (1988). 
11 Kanban: Successful Evolutionary Change for Your Technology Business, Anderson 

(2010). 
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Figure 2: Kanban Board 

 
Task: A discrete activity that forms a subset of a 
Requirement. Put another way, the delivery of each 
Requirement requires the delivery of one, or more, 
Tasks. 

To identify, and control, bottlenecks and process 
limitations, each workflow state (or column) has a limit, 
called a WIP, or Work In Progress Limit, to the number of 
currently Active Tasks. This allows managers and Team 
Members to regularly monitor, and measure, the flow of 
work. 
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Lean Manufacturing 
Lean Manufacturing, often called lean production, or just 
‘Lean’, is a streamlined manufacturing and production 
technique, as well as a philosophy that aims to reduce 
production costs, by eliminating all ‘wasteful’ processes. 
Put another way, Lean focuses on ‘getting the right things 
to the right place, at the right time, in the right quantity, to 
achieve perfect workflow’. 

Lean defines three types of waste: Mura, Muri, and Muda. 

1 Mura (Unevenness): Mura exists where there is a 
variation in production workflow, leading to unbalanced 
situations, most commonly where workflow steps are 
inconsistent, unbalanced, or without standard 
procedures. 

2 Muri (Overburden): Muri exists where management 
expects unreasonable effort from personnel, material or 
equipment, most commonly resulting from unrealistic 
expectations and poor planning. 

3 Muda (Waste): Muda is any step in the production 
workflow that does not add direct value to the Customer. 
The original seven wastes, as defined by the Toyota 
Production System (TPS), were Transport, Inventory, 
Motion (moving more than is required), Waiting, 
Overproduction, Over Processing (from poor design), 
and Defects (the effort involved in inspecting for, and 
fixing, defects). Additional and new wastes are not 
meeting customer demand, and are a waste of unused 
human talent. There is further differentiation between 
Type 1 (necessary waste, e.g. government regulations) 
and Type 2 (unnecessary waste). 
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Based on the original Toyota Production System (see 
section: Kanbans), Lean Manufacturing was formally 
defined in 1988 by John Krafcik, and later expanded upon 
by James Womack, Daniel Jones and Daniel Roos12. 

Lean Manufacturing provides a set of techniques13 to 
identify, and eliminate, waste which, in turn, improves 
quality, and reduces overall production time and cost. In 
addition, Lean Manufacturing also improves the ‘flow’ of 
production through the system. These techniques include: 

• Value stream mapping: Analysing and planning the 
flow of materials and information that is required in the 
production process. 

• Five S: This is an approach to quality and continuous 
improvement. The five Ss are: Sort (to clean and 
organise the work area), Set in Order (arrange the work 
area to ensure easy identification and accessibility), 
Shine (mess prevention and regular maintenance of the 
work area), Standardise (create a consistent approach 
for carrying out production processes), Sustain 
(maintain the previous four Ss through discipline and 
commitment). 

• Kanban: See section: Kanbans. 
• Fail-proofing: Prevent human errors before they occur. 
• Production levelling: Ensure that each step in the 

production process delivers at a constant rate, so that 
subsequent steps can also deliver at a constant rate. No 
step in the production process should produce goods at 

                                                 
12 The Machine That Changed the World, Womack, Jones and Roos (1991). 
13 Lean Production Simplified, Dennis (2007). 
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a faster rate than subsequent steps, or consume goods at 
a slower rate than preceding steps. 

Finally, Lean Manufacturing emphasises Kaizen14 (改善) or 
Continuous Improvement; the ongoing, incremental and 
regular technique of improving all processes, products and 
functions relating to production, resources, organisational 
management, and the supply chain. 

 
Kaizen: A philosophy, culture and technique of 
driving continuous improvement in work processes 
and business functions.  

 
Many of the terms in Lean Manufacturing have 
been translated from the original Japanese. As such, 
they often lose the context, or secondary meanings, 
of the term. Where possible, this context is 
described throughout the book.  

 

<<< END OF EXTRACT>>> 
 
 

 

                                                 
14 Kaizen (Ky'zen), The Key to Japan’s Competitive Success, Imai (1986). 
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Directing the Agile Organisation 
A lean approach to business management 

 

 

 

 

 

 

 

 

 

 
Agile Business Management is a series of concepts and 
processes for the day-to-day management of an 
organisation. As an Agile manager, you need to understand, 
embody and encourage these concepts. By embracing and 
shaping change within your organisation you can take 
advantage of new opportunities and outperform your 
competition. 
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