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Collaborate 

Deliver 

Reflect 

Improve 
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The Agile Manifesto invites wimpy-ness 
 

"… Individuals and interactions over processes & tools…" 
 (Yayy!! I don't have to follow those stupid processes any more!) 

 
"… Working software over comprehensive documentation…" 

 (W00t!! Dump the documentation! I LOVE this agile stuff!) 
 
"… Customer collaboration over contract negotiations…" 

 (I'm done when I'm done and I never have to say when!) 
 
"… Responding to change over following a plan…" 

 (No plans! No project managers! No architects! ) 
 

Where do I sign up? 
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People ... 

To an interpreter unforgiving of error 

Making decisions 
every decision has economic consequences 
and resources are limited. 

… they don�t understand 
    which keeps changing 

Deciding 

… they don�t understand 
    which keeps changing 
… they don�t understand 
    which keeps changing 
… they don�t understand 
    which keeps changing 
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People develop skills in 4 stages 

 



© Alistair Cockburn 2016 

7 

�Shu� 
(Learn 1 technique) 
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�Ha� 
(Collect techniques) 
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�Ri� 
(Invent, Blend) 
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�Kokoro� 
(Simplify) 
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“Jiro Dreams of Sushi” 
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Knowledge makes things more complicated 
until it starts to simplify 

mastery 

Complicatedness 

Shu 

Ha 

Ri 

Kokoro 

code-and-deliver 

           Scrum 
        XP 
     DSDM 
   Lean 
Kanban 

I can’t even tell you 

focus on 
the basics 
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Agile � �        
 

 Heart of Agile 
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Collaborate 

Deliver 

Reflect 

Improve 

Agile � �        
 Heart of Agile 
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Deliver for 
Income 

The Heart expands into Details 

Deliver for 
Learning 

Internal 
Flow 

Collaboration 

Trust 

Experiment Change 

Examine 

Introspect 

Collaborate 

Deliver 

Reflect 

Improve 

Motivation 
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Income 

Learning Internal 
Flow 

Collaboration 

Trust 

Experiment Change 

Examine 

Introspect 

Collaborate 

Deliver 

Reflect 

Improve 

Business 
Social 

Technical 
Cost Lean Production 

Early Revenue 

Web Analytics 

Results 

Emotions 

Inventory 

Emotional 
Safety 

Solutions Focus Limit 
Changes 

Aggressively 

Allow failure 

Let someone 
else do it 

Step forward 
Listen 

Queue Management 
Kanban 

Motivation 

Politics 

Breaking  
down silos 

Rewards 

Collaboration Cards 

Deliver for 
Income 

Deliver for 
Learning 

Internal 
Flow 

Collaboration 

Trust 

Experiment Change 

Examine 

Introspect 

Collaborate 

Deliver 

Reflect 

Improve 

Motivation 

The Heart expands into Details 
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Collaboration 
The Dance Of  
Contribution 

Lift  
Others 

Collaboration 
The Dance Of  
Contribution 

Add Energy 

ADD 
ENERGY

Collaboration 
The Dance Of  
Contribution 

INCREASE 
SAFETY 

Collaboration 
The Dance Of  
Contribution 

  Get Results 

GET RESULTS 

 !
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By tone of voice and 
gesture, place the other 

person at your same level 
or higher.  

This includes self-
deprecating humor.  

It does not mean 
groveling.  

Lower your relative  
social position 

LI
FT

 O
TH

ER
S People can usually tell if 

you are being yourself or 
acting. Being yourself 

shows there is nothing to 
be afraid of.  

Try "being in the bar at 
9pm with friends," quite 

obviously relaxed and your 
regular self. (This is not an 

excuse to be crude.) 
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IN
CR

EA
SE

  S
A

FE
TY

 Be yourself 
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Getting a result is 
heartening. 

Good facilitators often 
generate a victory to help 
encourage and bind the 

group.  

If the session is ending, 
aim for a small goal, so 
that the group can end 

with a victory. 

Get one result 

G
ET

 R
ES

U
LT

S Avoid being lethargic 
yourself. 

Body posture, muscle 
tone, eye alertness, all 

communicate your energy 
level.  

Even just sitting alert 
contributes energy to the 
room. Pay close attention 

to the speaker, digest what 
they say, ask a question. 
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A
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E 
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 Keep!your!energy!

high!!
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 Craft  
Professions 

skills in a medium 

 Cooperative Game 
   communication  
   teamwork 
   strategies 

    Knowledge Acquisition 
pay-to-learn 
trim-the-tail 

   Flow Management 
unvalidated decisions 

= inventory, 
lean processes 

Self-Awareness (Personalities) 
the people, strategies, techniques  

actually used 

Advanced Agile 

origami courtesy of Gery Derbier 
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Income 

Learning Internal 
Flow 

Collaboration 

Trust 

Experiment Change 

Examine 

Introspect 

Collaborate 

Deliver 

Reflect 

Improve 

Business 
Social 

Technical 
Cost Lean Production 

Early Revenue 

Web Analytics 

Results 

Emotions 

Growth 
Inventory 

Emotional 
Safety 

Imagine the future 
Solutions Focus Limit 

Changes 
Aggressively 

Allow failure 

Let someone 
else do it 

Step forward 
Listen 

Queue Management 
Kanban 

Motivation 

Politics, 
Parochialism 

Breaking  
down silos 

Rewards 

Collaboration Cards 

Deliver for 
Income 

Deliver for 
Learning 

Internal 
Flow 

Collaboration 

Trust 

Experiment Change 

Examine 

Introspect 

Collaborate 

Deliver 

Reflect 

Improve 

Motivation 
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Deliver for 
Income 

Deliver for 
Learning 

Internal 
Flow 

Collaboration 

Trust 

Experiment Change 

Examine 

Introspect 

Collaborate 

Deliver 

Reflect 

Improve 

Motivation 
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Collaborate 

Deliver 

Reflect 

Improve 
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(I’ll send you the PDF, email me: TotherAlistair@aol.com) 
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