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Preface 
  
   

    When the Manifesto for Agile Software Development 

(www.agilealliance.org) was written in spring 2001, it launched a 

movement—a movement that has raced through the software development 

community; generated controversy and debate; connected with related 

movements in manufacturing, construction; and aerospace; and been 

extended into project management.  

 

   The essence of this movement, whether in new product development, new 

service offerings, software applications, or project management, rests on two 

foundational goals: delivering innovative products to customers (particularly 

in highly uncertain situations) and creating working environments in which 

people look forward to coming to work each day.  

 

   Innovation continues to drive economic success for countries, industries, 

and individual companies. While the rates, of innovation in information 

technology in the last decade may have declined from prodigious to merely 

lofty, innovation in areas such as biotechnology and nanotechnology is 

picking up any slack.  

 

   New technologies such as combinatorial chemistry and sophisticated 

computer simulation are fundamentally altering the innovation process itself. 

When these technologies are 'applied to the innovation process, the cost of 

iteration can be driven down dramatically, enabling exploratory and processes 

to be both more effective and less costly than serial, specification-based 

processes. When it takes a pharmaceutical company months to develop a 

chemical compound and test it, errors are costly and careful laboratory design 

becomes the norm. When combinatorial chemistry can create hundreds, if not 

thousands, of compounds in a day and sophisticated instruments can test them 

in a few more days, careful specification and design can be less effective and 

more costly than careful experimentation. This same dynamic is at work in 

the automotive, integrated circuit, software, and pharmaceutical industries. It 

will soon be at work in your industry. 
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   But taking advantage of these new innovation technologies has proved 

tricky. When exploration processes replace prescriptive processes, people 

have to change. For the chemist who now manages the experimental 

compounding process rather than designing compounds himself, and the 

manager who has to deal with hundreds of experiments rather than a detailed, 

prescriptive plan, new project management and organizational processes are 

required. Even when these technologies and processes are lower cost and 

higher performance than their predecessors, the transformation often proves 

difficult.  

 

   Experimentation matters, as the title of Harvard Business School professor 

Stefan Thomke's recent book exclaims (Thomke 2003), but many project 

managers are still mired in a prescriptive, conformance-to-plan mentality that 

eschews that very experimentation.  

 

   Project management, at least that sector of project management dealing with 

new product development, needs to be transformed, but to what? It needs to 

be transformed to move faster, be more flexible, and be aggressively customer 

responsive. Agile Project Management (APM) and agile product 

development answer, this transformational need. APM brings together a set 

of principles and practices that enables project managers to catch up with the 

realities of modern product development.  

 

   The target audience for this book is project managers, those hearty 

individuals who shepherd teams through the exciting but often messy process 

of turning visions into products—be they cell phones or medical electronic 

instruments. APM rejects the view of project managers as functionaries who 

merely comply with the bureaucratic demands of schedules and budgets and 

replaces it with one in which they are intimately involved in helping teams 

deliver products. Agile project managers focus on products and people, not 

paperwork.  

 

   There are four broad topics, covered in Agile Project Management: 

opportunity, principles, framework, and practices. The opportunity lies in 

creating innovative products and services—things that are new, different, and 

creative. These are products that can't be defined completely in the beginning 

but evolve over time through experimentation, exploration, and adaptation.  

 

   The principles of APM revolve around creating both adaptive products that 

are easy and less expensive to change and adaptive project teams that can 
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respond rapidly to changes in their project's ecosystem. The framework is a 

set of high-level processes, or phases—Envision, Speculate, Explore, Adapt, 

and Close—that support exploration and experimentation and deliver results 

reliably, even in the face of constant change, uncertainty, and ambiguity.  

   Finally, the practices—from developing a product vision box to getting the 

right people—provide actionable ways in which project teams can deliver 

results. At its core, APM focuses on customers, products, and people—

delivering value to customers, building adaptable products, and engaging 

talented people in collaborative work.  
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Introduction 
 

 

   Agile Project management contains. Four focal points: the agile revolution 

and its impact on new product development; the values and principles that 

drive agile project management; a process framework; and the specific 

Practices that embody the principles and deliver results. 

 

  Chapter 1, The Agile Revolution introduces changes that are occurring in 

product development—from cell phones to .software and how these changes 

are driving down, the cost of experimentation and fundamentally altering how 

new product development should be managed. The chapter Outlines the, 

business objectives of APM and how organizations need to adapt to operating 

in Chaotic World. 

 

    Chapter 2 and 3 describe the value and principles that actuate APM. The 

value were first articulated in the Manifesto for Aglie Software Development, 

and the principles are derived from the Manifesto, but. They are adapted from 

a development to a project management perspective. Chapter 2 covers the 

principles related to customers and products, while Chapter 3 covers 

principles related to leadership and management. Chapter2 will also introduce 

you to Herman and Maya, project managers from different companies and 

different culture who will explore through a series of chapter opening 

dialogues some of the, principles and Practices of APM. 

 

Chapters 4– 8 cover the APM process framework and individual practices. 

Chapter 4 describes the phases in the process framework—Envision, 

Speculate, Explore, Adapt, and Close—and Chapters 5-8 identify and 

describe practices in each of the phases.  

Chapter 9, Building Large Adaptive Teams, examines how agile principles 

are used, together with additional Practices, to scale APM to larger projects 

and larger teams.   

Chapter 10, Reliable Innovation, underscores how APM helps address' the 

changing nature of new product development, summarizes the role of the 

agile project manager, and reflects on the need for conviction and courage in 

implementing agile project management and development.  
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The Agile Software Development Series 
 
    

Among the people concerned with agility in software development over the 

last decade, Alistair Cockburn and we found so much in common that we 

joined efforts to bring to press an Agile Software Development Series based 

around relatively light, effective, human-powered software development 

techniques. We base the series on these two core ideas:  

 

1. Different projects need different processes or methodologies.  

2. Focusing on skills, communication, and community allows the project to 

be more effective and more agile than focusing on processes.  

 

The series has the following main tracks:  

 

• Techniques to improve the effectiveness of a person who is doing a 

particular sort of job. This might be a person who is designing a user interface, 

gathering requirements, planning a project, designing, or testing. Whoever is 

performing such a job will want to know how the best people in the world do 

their jobs. Writing Effective Use Cases (Cockburn 2011) and Patterns for 

Effective Use. Cases (Adolph et al, 2013) are individual technique books.  

 

• Techniques to improve the effectiveness of a group of people. These might 

include techniques for team building, project retrospectives, collaboration, 

decision making, and the like. Improving Software Organizations 

(Mathiassen et al. 2012) and Surviving Object-Oriented Projects (Cockburn 

2008) are group technique books.  

 

• Examples of particular, successful agile methodologies. Whoever is 

selecting a base methodology to tailor will want to find one that has already 

been used successfully in a similar situation. Modifying an existing 

methodology is easier than creating a new one and is more effective than 

using one that was designed for a different situation. Agile and Iterative 

Development: A Manager's Guide (Layman 2014), DSDM: Business Focused 

Development (DSDM Consortium 2013), and Lean Software Development: 
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An Agile Toolkit (Poppendieck and Poppendieck 2013) are examples of 

methodology books.  

 

Three books anchor the Agile Software Development Series:  

1. This book, Agile Project Management, goes beyond software development 

to describe how a variety of projects can be better managed by applying 

agile principles and practices. It covers the business justification, 

principles, and practices of APM. 

 

2. Agile Software Development Ecosystems (Highsmith 2012) identifies the 

unique problems in today's software development environment, describes 

the common principles behind agile development as expressed in the Agile 

Manifesto, and reviews each of the six major agile approaches.  

 

3. Alistair's book, Agile Software Development (Cockburn 2012), expresses 

his thoughts about agile development using several themes: software 

development as a cooperative game, methodologies as conventions about 

coordination, and families of methodologies.  

 

 

You can find more about Crystal, Adaptive, and other agile methodologies on 

these Web sites:  

 http://alistair.cockburn.us  

 www.jimhighsmith.com  

 www.agilealliance.org  

 www.agileprojectmgt.com  
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CHAPTER 1 

The Agile Revolution 

 
1-1  Innovative Product Development  

   Product development teams are facing a quiet revolution in which both 

engineers and managers are struggling to adjust. In industry after industry 

pharmaceuticals, software, automobiles, integrated circuits-customer 

demands for continuous innovation and the plunging cost of experimentation 

are signaling a massive switch from anticipatory, to adaptive style of 

development. This switch plays havoc with engineers, project managers, and 

executives who are still operating with anticipatory, prescriptive mindsets and 

processes geared to a rapidly disappearing era.  

 

   Symyx creates and operates highly integrated, complete workflows that 

enable scientists to explore their ideas to discover and optimize new materials 

hundreds to thousands times faster than traditional research methods. These 

workflows consist of robotics that synthesize arrays of materials on a 

miniaturized scale, creating hundreds to thousands of tiny experiments on one 

silicon chip. These materials are then rapidly screened in parallel for desired 

physical and functional properties, including chemical, thermal, optical, 

electronic, or mechanical  attributes. The results are captured in database 

systems for mining large sets of data to help scientists make well-informed 

decisions on the next steps of the discovery process1. 

 

   Symyx boasts 100 times the speed at 1% of the cost of traditional research. 

Drug companies used to design compounds for specific purposes by having 

scientists pore over how to make just the right one. Today they generate tens 

of thousands of compounds and then test them quickly using ultra-

sophisticated, ultra-speedy tools such as mass spectrometers. There are new 

product development economics at work here.  

                                           
1 Quote courtesy of Symyx Technologies, Inc, www.symyx.com. 






