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Ways of Thinking
• An Iterative Mindset 
• A Product Culture 
• A Customer-Centric Mindset 
• A Culture of Learning
• A Culture of Experimentation 
• A Culture of Continuous Improvement 
• A Culture of Psychological Safety 

Why are we here? 
Agile Team Maturity. “Being Agile”

Ways of Working

• Agile Manifesto

• Lean / Scrum / Kanban

• Extreme Programming

• Modern Agile

• Design Thinking

• DevOps

• Systems Thinking



It’s all about the behaviors…

You cannot BE agile…

   …because you have a standup for 15 mins

   …by following a framework to the letter

   …just by declaring there is psychological safety

   …if you don’t talk to actual customers

   …if you are afraid to fail running an experiment

   …without trying to get feedback sooner

   …if you don’t admit you can still be better



How the book happened

• It all started with Capital One and Silicon Valley Bank…
• What to write? Start with a better agile team maturity assessment!

• No scores! No frameworks! More for continuous improvement, learning!
• A retro you use every 3 or 6 months to see where to focus learning

• Now what to write a book about?
• Whoa. These are the same behaviors I talk to teams about as a coach!

• The same 24 agile topics for teams… become chapters!
• Examples of low, medium, high levels of maturity for those behaviors
• Why the topic matters, tips for leaders, tips for scrum masters, AI prompts



What do you want to learn today?

• Team Culture
• Long-lasting teams, collaboration, psychological safety, happiness, dysfunction, 

and learning

• Agile Process Basics
• Process ownership, visualization, estimation, iterative thinking, flow, continuous 

improvement, and experimentation

• Product Management
• Customer-centricity, customer feedback, stakeholders, vision, strategy, value-

driven, product alignment, and desired outcomes

• Value Delivery
• Frequent value delivery, failure recovery, quality work habits, work product 

promotion + management, automation, governance, tech skill sharing



Choose your own AGILE adventure!



So how will this work?

• TypeForm – pick the topics that sound interesting
• It’ll rank them and I’ll go through the top handful of topics

• Each topic has 2 slides
• A quick overview of the 4 behaviors mature teams exhibit 
• Some sample images or references to third party sources 

for more info
• Q&A as you like then we move on

• This is an experiment, thanks for playing!



Team Culture

Agile Process Basics

Product Management

Value Delivery
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Why Long-lasting Product Teams Matter

• Know your purpose
• Why do you exist? What is success?

• Dedicated team members
• All of the team is committed

• Team skillset completeness
• All skills necessary are present

• Continuity of team members
• No changes to the team recently



Why Long-lasting Product Teams Matter
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Collaboration and Team Independence

• Team interactivity
• No silos, work together, pair

• Product decision making
• Own strategic decisions

• Flow of work
• Pull work, not assigned, own changes

• Process decision making
• Manage own volume, how to operate



Collaboration and Team Independence
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Psychological Safety (Inside Teams)

• Team member trust
• Open sharing, honest feedback, culture

• Team member contributions
• Everyone speaks, contributes at events

• Perspective on failure
• No fear, experiments and learning

• Conflict handling
• Resolves peacefully, effectively



Psychological Safety (Inside Teams)
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Psychological Safety With Leaders and SMEs

• Leadership interactions
• Mentors, experts, SMEs, collaboration

• Work transparency
• Makes work visible, multiple radiators

• Manager support and buy-in
• Supported, trusted, amplify successes

• Cross-team interactions
• Collaborate, regular communication



Psychological Safety With Leaders and SMEs

• Leaders earn trust through their actions, not by commanding it 
due to their positional authority.

• How do you lead? Do you ask questions? Do you seek to 
understand first or to speak and provide solutions?
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Team Happiness and Dysfunctions

• Job satisfaction
• Love their work, job, and company

• Team dysfunction/satisfaction
• Good relationships, even friends

• Process satisfaction
• Invested in how they work and enjoy it

• Agile way of working satisfaction
• Embrace whys behind agile culture



Team Happiness and Dysfunctions
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A Culture of Learning on Teams

• Managers support learning
• Dedicated time, space for learning

• Team members actively learning
• Learning is part of how the team works

• Opportunities to upskill
• Many ways to learn, improve skills

• General skill sharing
• Regular pairing, active learning backlog



A Culture of Learning on Teams

• The CIO of M&T Bank in Buffalo, Mike Wisler, once said, “We are a 
learning organization that happens to be a bank.” This statement 
alone, communicated to hundreds of middle managers, set the 
stage for it to be OK for every team to focus on continuous 
improvement, training, and investing time to build their skills. 
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Process Autonomy and Mastery

• Embracing agile events
• All team participates, shares facilitating

• Ownership of agile
• All grasp the spirit of agile, adapt roles

• Team mindset
• Works together to plan, refine, etc.

• Process improvement
• Embraces customizing agile to suit needs



Process Autonomy and Mastery
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Visualization and Transparency

• Use of information radiators
• Current work visible, info for audiences

• Working agreements
• Living document, updated regularly

• Document/communicate decisions
• Share important info, auditable

• User story writing
• Small, outcomes, AC’s, source of truth



Visualization and Transparency
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Estimation and Expectation Setting

• Completing work
• Flow is predictable, sets expectations

• Story points or #noestimates
• Consistent relative sizing or count cards

• Expectation setting and ownership
• Metrics, roadmaps set short/longterm

• Estimation mindset
• Directionally correct, usefully wrong



Estimation and Expectation Setting
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Iterative Thinking and Breaking Work Down

• Consistency of size
• Work is always small, done in a few days

• Vertical slicing ability
• Focus on incremental value, hypotheses

• Work with PO
• Understands purpose, gets direct feedback

• Embracing feedback
• Proactively seeks feedback for decisions



Iterative Thinking and Breaking Work Down
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Optimizing the Flow of Work

• Definition of done
• Used always and revisited frequently

• Definition of ready
• Becomes unnecessary with great habits

• Work in progress limits
• Team uses as tool to get work done sooner

• Utility of metrics
• Adjusts process by being data-driven



Optimizing the Flow of Work
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Continuous Improvement and Experimentation

• Use of retros
• True inspect+adapt, in real time when needed

• Design thinking
• Con’t discovery, experiments, hypotheses

• Use of failure
• Learning! Not afraid to learn something sooner

• Data-driven
• Evidence based decisions wherever possible



Continuous Improvement and Experimentation
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Customer Centricity and Intimacy

• Problem solving approach
• Customer experience over company problems

• Customer personas
•  Relatable customers integrated with process

• Customer outcome focused user stories
•  Stories target persona outcomes and verified

• Customer research
•  Connect with customers, understand journey



Customer Centricity and Intimacy
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Communication Channels + Customer Feedback

• Feedback loop with customers
• Regular communication, multiple channels

• Customers integrated with the process
• Show WIP get early feedback, beta releases

• Customer list
• Actual customers, peer-to-peer community

• Level of intimacy
• 1:1 convos, observe in action experiences



Communication Channels + Customer Feedback
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Feedback Loops with Stakeholders

• Invite to sprint reviews
• Engaged in events, including refinement

• Regular communication
• Cadence as needed, scheduled, ad hoc

• Feedback loop
• Show WIP for feedback, share roadmap

• Vision sharing
• Make aware, ask for help evangelizing



Feedback Loops with Stakeholders
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Vision, Strategy, and Being Value Driven

• Understanding product vision
• Everyone knows vision+purpose, it gets shared

• Awareness+alignment to big picture
• Team has say in goals, knows how they fit, metrics

• Value driven
• Steers priorities, is validated, confirmed w/ users

• Strategy ownership
• Vision ownership, full PM, leadership support



Vision, Strategy, and Being Value Driven
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Prioritization, Outcomes, Reducing Complexity

• Deliberate methods or algorithms
• Science not gut to prioritize w/ strategy, goals, vision

• Refinement
• Habit of breaking down, understanding, SMEs if need

• Collaboration
• Whenever needed, Stakeholders + customers too

• Handing complexity
• Multiple product priorities, portfolio balancing, ST/LT



Prioritization, Outcomes, Reducing Complexity
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Alignment to Strategy and Measuring Progress

• Roadmaps
• Now/Next/Later, includes measures, no dates

• Applying OKRs
• Drive priorities, use to say no, dovetails w/higher

• Treatment of epics
• Business value, strategic tool, Lean Portfolio

• Market + competitive analysis
• Know alternatives, pulse of market, differentiate



Alignment to Strategy and Measuring Progress

A cartoon of people with pink balls

Description automatically generated with medium confidence

A screenshot of a website

Description automatically generated

A person standing on a stage

Description automatically generated

A close-up of a lean portfolio management

Description automatically generated

A book on a white background

Description automatically generated

http://agilist.guide/#18

https://www.prodpad.com/blog/invented-now-next-later-roadmap/
https://improvingflow.com/2024/02/21/slicing-epics.html
https://www.youtube.com/watch?v=L4N1q4RNi9I
https://scaledagileframework.com/lean-portfolio-management/
https://amzn.to/3VS2NgQ
http://agilist.guide/


Repeatable, Consistent, Frequent Value Delivery

• Deployment frequency
• Deliver value predictably, daily, < weekly

• Repeatable process
• Automate publishing, on demand anytime

• Lead time to production
• Predict w/in days new->upcoming release



Repeatable, Consistent, Frequent Value Delivery
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Deploying Value and Recovery From Failure

• Reliability of value deployment
• Less than 10-15%, quick fixes, rollback

• Impact of production challenges
• Not often, rarely in prod, focus on quality

• Process to recover from failure
• Repeatable recovery, team knows how

• Mean time to recovery
• Prod issues solved same day



Deploying Value and Recovery From Failure
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Quality Embedded in Work Habits

• Quality and team roles
• No dev vs tester, part of process not roles

• Manual vs automated testing process
• At least 80% product tests automated

• Philosophy of testing
• Included in how they work, pairing, no bugs



Quality Embedded in Work Habits
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Work Product Organization, Promotion, and Mgt

• Separated by function
• Has all environments, reliable, sized, secure

• Process of promoting work
• Approval process, movement, quality checks, ci/cd

• Work integration
• Auto build process on check in, integration environ 

• DevOps automation
• All moves between environs are auto’d, kept current



Work Product Organization, Promotion, and Mgt
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Automated Dev Processes and Governance

• Source control usage
• Tagging, clear commenting, per change chk/in

• Release management
• Reliable cadence, release notes + cust lang

• Continuous integration
• Build automation, multiple times a day + tests

• Governance
• Auditable, builds recreated, proof of tests



Automated Dev Processes and Governance
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Team Process for Skill Sharing

• Pairing
• Priority to share skills, learn together

• Learning backlog
• Part of how you work, opptys kept current

• Time and dedication
• Space for learning, part of routine, support

• Specialists vs generalists
• Evolved to mostly generalists, no single POF



Team Process for Skill Sharing
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Questions?

Brian Link
brian@practicalagilist.com

PracticalAgilistGuidebook.com 

linkedin.com/in/brianwlink
medium.com/practical-agilist

@blinkdaddy
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