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KOLLABORATION
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Organisation
Teamstrukturen
Prozesse & Methoden
Wissen & Konnen
Technologie

Tooling

Wie befahigen wir die Menschen
fur die Veranderung?
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Was hat das mit uns zu tun?

Wo setzen Scrum & Co. an?



3 Wochen °***

=) James Grenning @ - Follower:in
N Wingman goftware - Coaching and training in Agile technical pra...
arted with the

When we started doing XP immersion in late 1999, we st
d and struggled

planning part of XP, the outer loop. People were confuse
with how to develop in small pieces.

y Ron, Kent, or Bob suggested, let's start with the

Someone, probabl
technical practices.

Mid week we'd introduced the planning practices... it was no big deal as

developers could now envision small deliveries and incremental

development.

Then Scrum took over the agile world and the struggle continued.

https://www.linkedin.com/feed/update/urn:li:activity:7443812568441212928/



Dev Trainer & Mentor | acce

£ A Jason Gorman 1.

W A lerating software delivery with and without A...
3 Wochen - G)

've watched a lot of Agile transformations fail over the last 25 years. The cause

i« commonly that these efforts make the mistake of thinking that the outer

feedback loops of the development process drive the inner feedback loops.

Sorry folks. It's the other way around.

Plan as fast as you like. It won't make your build-test-release cycles any faster.

deploy faster, and hey presto! You can accelerate your

But make build-test-
plans.

Agility comes from the inside out.

https://www.linkedin.com/feed/update/urn:li:activity:7443812568441212928/



... sonst haben

Optlmlerungen
Das Team hier
benotigt .wenlg
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Wenn Teams nicht
kontinuierlich Software entwickeln
und ausliefern konnen,

konnt ihr methodisch (,,aqgil”)
coachen, was ihr wollt.

Es wird nicht wirksam sein.



Technisches Coaching

holt Softwareentwickler:innen
in ihrer Lebenswirklichkeit ab:

Softwareentwicklung. Technik. Tools.



Technisches Coaching
fordert

Sorgfalt (eingebaute Qualitat) & Disziplin
Schnelle (techn.) Feedback-Loops
Kontinuierlich Software entwickeln (,,Flow*)

Neugier & Lernen

... Technische Exzellenz



Principles behind the Agile Manifesto

We follow these principles:

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

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

Deliver working software frequently, from a
couple of weeks to a couple of months, with a
preference to the shorter timescale.

Business people and developers must work
together daily throughout the project.

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

The most efficient and effective method of
conveying information to and within a development
team 18 face-to-face conversation.

Working software 1s the primary measure of progress.

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

Continuous attention to technical excellence
and good design enhances agility.

Simplicity--the art of maximizing the amount
of work not done--is essential.

The best architectures, requirements, and designs
emerge from self-organizing teams.

At regular intervals, the team reflects on how
to become more etfective, then tunes and adjusts
its behavior accordingly.

https://agilemanifesto.org/principles.html
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Technisches Coaching

Coaching fur Technische Exzellenz



Technische Exzellenz?

https://www.comicagile.net/comic/features-vs-enablers/

www.comicagile.net




www.comicagile.net

Technische Exzellenz wird hier gelebt
(oder eben auch nicht &)
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Technical Coaching — Histori¢e

E 1990er
. Extreme Programming (XP)

® Pair-Programming

® Test-Driven Development

® Continuous Integration

® Planning & User Stories / OOOer T I N PO R T S SN

—» | Agiles Manifest & Skalierung

® XP-Coach (technisch tark)

Rollen & Fokus verschieben sich ;‘ 2010er

auf Prozess & Organisation :
—>» | Software Crafting & DevOps

Gegenbewegung zu
,Agile ohne Technik™:
Betonung von Professionalitat
und technischem Konnen

‘ seit ca. 2015

{ Technical (Agile) Coaching



Agilitat
+
Collaborative *

WY OO @thmuch

Technical
Coach

Coden, Testen
+

Craft

Architektur
+

Continuous *

1L 4

Techniker

www.tk.de/IT




Viele Teams scheitern nicht
an fehlenden Meetings oder falschen Boards,

sondern an:

& schwer wartbarem Code

@ fohlenden Tests

2 technischen Schulden”

& Unsicherheit bei neuen Technologien



Was macht ein Technical Coach?

e’ .y oo
/.~ Codequalitat verbessern

@ Engineering Practices etablieren

= i

it Uil

m

Architekturentscheidungen begleiten

# Moderne Technologien sinnvoll einfiihren

» Hands-on unterstutzen — oft selbst mitentwickeln



Die Rollen erganzen sich!

Technical Coach A\ Agile Coaching ohne Technikbezug? ‘\

e Fokus: Menschen & Fahigkeiten & Arbeitsweise im Code
e Arbeitet mit dem Team, auch selber im Code
e Skaliert Uber Lernen im Team

. aaly B casiuma oo ong
- : - A v - 4‘5 Com . “ . . =
iy aeiiT o P SR SRR e pc o e S L T
. ' 4

=

oft Teil eines
,Enabling Team”



Manifesto for Agile Software Development

We are uncovering better ways of developing
software by doing it and helping others do it.
Through this work we have come to value:

Individuals and interactions over processes and tools
Working software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

That 1s, while there is value in the items on
the right, we value the items on the left more.

Kent Beck James Grenning Robert C. Martin
Mike Beedle Jim Highsmith Steve Mellor
Arie van Bennekum  Andrew Hunt Ken Schwaber
Alistair Cockburn Ron Jefiries Jeff Sutherland
Ward Cunningham Jon Kern Dave Thomas
Martin Fowler Brian Marick

Twelve Principles of Agile Software

View Signatories

About the Authors
About the Manifesto https://agilemanifesto.org




Manifesto for Agile Software Development

In einer
coachenden ———__.. et
Haltu ng | /'/We are uﬁéovering better ways of deveIOpiIig\\%

N software by doing it and helping others do 1t/,/
~“ulhrough this Work we have comw

\\ — . ,,\ g

\\b \ R — = = / —= - —

Individuals and mteractlons over processes and tools
Workin E software over comprehensive documentation
Customer collaboration over contract negotiation
Responding to change over following a plan

That 1s, while there 1s value in the items on
the right, we value the items on the left more.

https://agilemanifesto.org



Coaching

Professionelle
zur personlichen oder beruflichen

durch gezielte Fragen, Feedback und Unterstutzung

«.  Nicht ,alles selber machen”
‘das mussen Technical Coaches
lernen & beachten!




Welche Skills coachen wir?
Was hilft uns beim Coaching?

Wie coachen wir?
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Klassische (XP-)Praktiken

Dokumentiert zw. 1999-2002, kontinuierlich weiterentwickelt

Pair Programminé
llluminated

-_——

&I 1 3
3

Mob

Programming
A Whole Team Approach

macanid Pair- und Mob-/Team-Programming;
Zusammenarbeit mit dem Kunden EMBRACE CHANGE

KENT BECK
= . . with CYNTHIA ANDRES
B Reractorive TD D 18 kl - REfa CtO 'lN g, Foreword by Erich Gamma
TEST-DRIVEN (L:wﬂ’”ﬁ = I_MPI;(J\"IT;G THE DESIGN

DEVELOPMENT

Arbeit in kleinen Schritten,
iterativ & inkrementell

Berufsethos, Sorgfalt, Disziplin

= The )
Pragmatic
rogrammer

y
&,

Pragmatic Programming
(,Good Enough Software”);
Aufgeraumter,

Software
Craftsmanship

O'REILLY"
® ® 7
Tidy First:
A Personal Exercise in Empirical Software Design
s 2

EFFECTIVELY
Andrew Ilunt WITH
LEGACY CODE, testbarer Code

_ Michael L. Feathers



THE SCIENCE OF LEAN SOFTWARE AND DEVOPS

ACCELERATE

Bulldlng and Scalmg ngh Performlng
Technology Organizations

=INOC

_—___:.23

—

Nicole Forsgren, PhD
Jez Humble, and Gene Kim

Martin Fowler ond Courtney Kissler
ted by Steve Bell and Karen Whitley Bell

) Xtreme
ogramming

Explained

EMBRACE CHANGE

KENT BECK
wirh CYNTHIA ANDRES
Foreword by Erich Gamma

Software
Craftsmanship

The New

Im perative

Pete McBreen

Foreword by Dave Thomas

'REFACTORING

IMPROVING THE DESIGN
oF ExistinG CopE

MARTIN FOWLER
Wikl contribations by Kent Beck, John Brant,
William Opdyke, ana Don Roberts

Fomword by EFlch Gamma
OBject Technclogy IMermationad, inc.

DAVID FARLEY

OREILLY"

Design and Deploy /% | &/ ) N o _ ' :.. SOftV_VCII‘e
Production-Ready Software '*. j,. @3 M 0 D E R N k. W 4 " - Fﬁ-‘; ol AI‘ChItGCtUI’G:

The Hard Parts  Baitesleie
C - NTINU — Modern Trade-Off Analyses for Distributed C OUPLING IN

L I . . T | =y . . ;
I 1'\gE ' bl . Architechans SOFTWARE DESIGN
s ==u 2 : Nl 1 UL ¢ 111 L | s UNTIVERSAL DiSIGN PRINCIPLES
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_ £, 1 e R N i | SOFTWARE S¥s

JEz HUMBLE w I T H o ' , Voo
LEGACY COD E

Davip FArRiEY

Release It!

; . & / Hil " i LR Neal Ford,
Second Edition v i LAl o - Sy Mark Richards,
i o T 77 \ ' f h Domg What Works to M / pl’g}l"ntjd ?{GDC‘GAGQE &
ik | Build Better Software Faster ANDREW HuUNT ‘ amak Dehghani

Production-Ready Software

Michael C. Feathers

Building

Mi : Agile Software
DesignlingCF ngeﬁ!;xl Ces O Dev e I 0 p m e n t

Foreword by Martin Fowler

Mob

Programming
A Whole Team Approach

S T

Technical Agile Coaching
with the

Crafting Great APIs
N2 e : S with Domain-Driven
- ﬂ Vi W : ‘ g Design

3y g [ 11
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How to facilivate domain mode! UEIREE

Callaborative Craftsmanship of

n Fowler :
J i Asynchronous and Synchronaus APIs Fuelyn van Kell
Kent Beck A 3 ="

Annegret Junker

Ny :_ () @ " | SR Uy () | ----_ -_ : | i bl mnegrelJunker

Pair Programming PEatitid | - ad |
i ’/ ' .' i =] | SECOND EDITION

lluminated

SOFTWARE TEAMING
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A Mob Programming, Whole-Team Approach
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Project

A Novel about Developers,
Digital Disruption, and
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Foreword by Kent Beck How successful teams deliver the right software

Kent Beck

FD"QWDTU by Larry Constantine

Fareward 2y Robart C Martin

I I l t 5 i - :: ! & SECOND Gene Kim
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A Novel About IT, DevOps,
and Helping Your Business Win

Win .
b Faaturing now foreward

Andrew Iunt # 1 MALAN } f‘_“,,‘ff""f"';f'f"fff‘""'

David Thomas | MATTHEW SKELTON
Foreword ||:-.' Ward Cunmingham | _I ' ."I'I T Uﬂd MAN UEL PA'S

ROBERT L. GALEN




Continuous delivery core

N\ aar _— S' \a
DORA:Ca

demand at any tim
Learn more =

Database change
management

core

THE SCIENCE OF LEAN SOFTWARE AND DEVOPS SRR O{0 A

ACCELERATE &0

Building and Scaling High Performing
Technology Organizations

core

ke informed
technologies.
sions drive more
wery,

Nicole Forsgren, PhD
Jez Humble, ond Gene Kim

vords by Martin Fowler and Courtney Kissler

with f
udy contributed by Steve Bell ond Karen Whitley Bell

and a case st

ystems Al

The benefits of Al are significantly
amplified by high-quality, accessible, and
unified internal data.
Learn more =»

https://dora.dev/capabilities/

Learn ahou

Pa

Continuous integration

0 k€3, ways to
bilities
contmuous integration efforts.

Learn more =

Deployment automation

Best practices and approaches for
deployment automation and reducing
manual intervention in the release

process.
Learn more =

Flexible infrastructure

Find out how to manage cloud
infrastructure effectively so you can
achieve higher levels of agility,

availability, and cost visibility.
Learn more =

Job satisfaction

out/”, put the importa
[l

core Customer feedback

Drive better organizational outcormes L
gathering customer feeaback and

incorporating it into product and fe:
design.
Learn more =

DAVID FARLEY

M ODERN
SOFTWARE
ENG EERlNG

core Documentation quality corg

Maintain accurate, well-organized, user-
centric internal documentation to

empower teams throughout the
software development process.
Learn more =

\ .

)
i
\

Generative
organizational culture

core

——— —

Iﬂlll/ﬁ‘-" Illl -

Discover how growing a generative, high-
trust culture drives better organizational
and software delivery performance.
Learn more =

Doing ' What Works to
Bulld Better Software Faster

Foreword by TRISHA GEE

core Learning culture

Grow a lear ulture and tand
ra

act o

Moc

S e
gooduse ot themrskills anoan
Learn more =
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arnce,

Engmeermg

ern:Se




Platform engineering
-a\

o @ o ‘
A platform provides the automated,
D O RA- C a p a b I I I tl e S A I secure pathways that allow Al's benefits
to scale across the organization.
Learn more =

7 von 34 Capabilities (2026)

Working in small batches core Al

Clear and
communicated Al stance

Al-accessible internal data Create shorter lead times and faster

Connecting Al to your internal
documentation and codebases moves it

feedback loops by working in small
batches, counteracting the risk of

Ambiguity creates risk. A clear policy

provides the psychological safety
needed for effective experimentation.

from a generic assistant to a specialized
expert.

Instability as Al accelerates

development.

Learn more =

Learn more —> Learn more =

Version control { core Al

User-centric focus

Healthy data ecosystems

~
v

The benefits of Al are significantly A focus on user needs is essential to Version control ensures reproducibiiity -
ensure that Al-accelerated teams are

moving quickly in the right direction.

amplified by high-quality, accessible, and
unified internal data.

and traceability, serving as a critical
safety net as Al accelerates the velocity
Learn more —>

Learn more = of change.

Learn more =

https://dora.dev/capabilities/



Technisches Coaching

Coaching fur Continuous Delivery



Wie lernen Menschen Neues?

aka ,Auf dem Weg zu Wissen & Kénnen”



S h U H d RI D Ab wo ist welche

Haltung sinnvoll?

2002

Agile Software
Development

2005

Crystal Clear

A Human-Powered
Methodology for Small Teams

Regeln bewusst brechen =~

keine Regeln mehr benotigen -



Apprentice — Journeyman — Master

™\ Brauchen Ausbildung.
Durfen nicht allein gelassen werden!

2001 2014
; . o Qoftware T —
Welche Skills missen gelernt werden? g o P oftware

o *Craf
Z.B. Code-Smells erkennen & beseitigen, (’“"’“’““

Refactoring ...
Welche Ubungen (Katas) passen?

Foreword by Dave Thomas P



Technisches Coaching

Coaching fur
Lernen & Konnen im Dev-Team



Stufen des Lernens & Konnens

Nur ein Beispiel .
von ganz vielen “
Modellen

Unbewusste Kompetenz \ Auf welcher Stufe

= pefindet sich
jede:r Einzelne:r?

< Bzgl. welcher Themen?

Vier Stufen der Kompetenzentwicklung” von Noel Burch



Was hilft? .
de
Coaching-Mo

hilft?




Modelle

Darstellungen oder Konzepte,
die helfen,

zu verstehen, zu erklaren oder zu steuern



,All models are wrong

but some are useful”

— angelehnt an George E.P. Box

https://en.wikipedia.org/wiki/All_models_are_wrong



Vereinfachungen!

all models are wrong <~

how wrong do they have to be
to not be useful

— George E.P. Box

Wie fehlertolerant
konnen/wollen wir in einem
bestimmten Kontext sein?

https://medium.com/swlh/all-models-are-wrong-does-not-mean-what-you-think-it-means-610390c40c9c



Bekannte Coaching-Modelle (Auswahl)

Riemann-Thomann
istanz — Dauer/Wechsel)

SCARF
(Status,
Cer V,

.. Fairness)
mEE N

Wourning)

. Aut V,
Relatedness,

Tu an
ming, Storming, Norming,

(5 Dysfunctions
of a Team)
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Modelle fur Technical Coaching (Auswahl)

Test-meent

,Red — Green — Refac

—
e et ™ g
| LT ke

Auch technische Modelle
lassen sich validieren!

Technische
Schulden

o . .

Modell

Experiment(e) Hypothese(n)

2 0
e,
2 o
et
L e




Grenzen fur Veranderung

Quelle fur Frust —
bei Veranderungsversuchen
ohne Wirksamkeit

angelehnt an Stephen Coveys ,,Circle of Concern & Circle of Influence”

of Concern

~ Circle

of Influence w—_ Wen muss das Team

fur sein Veranderungsanliegen
gewinnen?

Was kann vom Team
. Uberhaupt
verandert werden?



Vorgehensmodelle

“Structured Approaches”



Modelle

(Team-)Dynamik
Phasen
Reife(grad)
Diagnose
Qualitat
Zustand

Coaching-Prozess

Methodischer Ablauf



(Technische) Team-Begleitungen

Auftragsklarung

We ISt
Auftraggeber?

Wann ist die
Begleitung
ein Erfolg?

Reflexion mit
Auftraggeber

IC -0

i.d.R.
Pair-
und
Team-
Programming

arbeitet mit,
beobachtet
und
reflektiert

WISC enstan

optional

!ESJ ”USS

Team-
Aufgaben.

Code-Katas
nur bei
Bedarf.



Workshops mit Team-Programming

Auftragsklarung

Erwartungshaltung

optional & Grundlagen
verteilt
ZWel
halbe mit Code-Kata
Tage
i.d.R. in Mini-Retro
Prasenz
1x
Remote- mit Code-Kata
Tools
Uben

Abschluss

(im Team-Programming

" dR. mit Code-Katas)
1 Tag
Mini-Retro
Nach
Moglich-
keit in
Prasenz
(Pair- & Team-

Programming)

Abschluss



Samman Coaching — Lernen skalieren

Technical Agile Coaching

By Emily Bache

Samman
Coaching

Kickoff-Workshop:

Auftragsklarung
Team kennenlernen

Chartering-Workshop:
Entscheidung fir/gegen
Coaching & Themen

mit Code-Kata (evtl. Video)

Z i
&
v
l

- i
i e

am eigenen Code

https://sammancoaching.org/



Code Retreats etc.

" Kurze Einleitung
© Sessionl
© Session2
_.

Fruhstick

Immer 10 Min. Retro
dieselbe  Gemeinsames |
Ubung! Mittagessen 5 Min. Pause
(Kata)
"~ Session4  Immerneue
Immer Gruppe!
24 Session5
Immer andere
zusam-
ment (7 Session6 | Constraints’ @ Jedes Jahr
Anfang November:
"~ Abschluss ,Global Day

of Coderetreat”

https://www.coderetreat.org/




Und sonst noch?

... Communities of Practice (CoP) fordern
z.B. Testen, Code-Regeln, Architektur

... Impulsvortrage & Diskussionen
z.B. zu CoMo, Architektur, Code-Design, Tools/Libs/...

... ab und zu techn. Mitarbeit,

z.B. beim Bereitstellen neuer (Test-)Werkzeuge

... Multiplikatoren aufbauen

z.B. mit Mentoring und via Meetup- und Konferenz-Speaking






Technisches Coaching

la Ist wirksam, weil es die Entwickler:innen in ihrer
Lebenswirklichkeit abholt: Software. Technik. Tools.

‘Y Fordert Technische Exzellenz

2722 ()bt die Skills fiir Continuous Delivery

® ¥ Bringt technisches Wissen & Kénnen ins Team



Technisches Coaching

ks Nachhaltig wirksam, weil es Dev-Teams in ihrer

Kernaufgabe befahigt: Software kontinuierlich
& mit Qualitat von Anfang an entwickeln

@ ¥ Schafft ein Umfeld zum Lernen lernen

@ Kein Widerspruch oder Konkurrenz zu Agile Coaching,
sondern erganzt sich und ist zusammen wirksam.

'Ermutigt & befihigt, Neues auszuprobieren




Technische Kompetenz notig?

Maren Fischer-Epe

Eingeleitet von
Friedemann Schulz von Thun

8 ii7EINANDER |
‘I: IRV

Feldkompetenz Personale Kompetenz Beratungsmethodik
le und und
Felderfahrung Selbsterfahrung Beratungserfahrung

der

,Wenn man als Coach aber keinerlei Feldkompetenz mitbringt,
sollten Coachee und Coach zumindest im Auge behalten,
wann die Grenzen der Beratung erreicht sind.”



L ¢

Techniker

www.tk.de/IT




