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Technical
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Who should care?

Who accompanies teams as a

v Senior Developer
v Tech Lead
v Architekt

Who commissions team support as a

v Team Lead
v Project Lead



TL'DR

Better understand the current state
and the consequences of change.

So that coaching doesn't make things worse.
Also in Technical (Agile) Coaching.
Models help with this.



= What is coaching? What are coaching models?

= Agile Coaching vs. Technical Agile Coaching

® Coaching models for Technical (Agile) Coaching
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Coaching

Can be quite complex —
both human & technical

Professional

for personal or career

through questions, feedback, and support



Models

representations or concepts
that help us understand, explain, or manage

olg



,All models are wrong

but some are useful”

— based on George E.P. Box

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



Simplifications!

all models are wrong <~

how wrong do they have to be
to not be useful

— George E.P. Box

How much error
can we tolerate
in a given context?

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



Models, Hypotheses, Experiments
Enables deliberate action

— instead of acting solely
on gut instinct

leads to further model
development generates
experiment(s) hypothesis/-es

validated through



Common Coaching Models
C ncomplete

selection

models "work"?



Riemann-Thomann

desires and fears
— of an individual?

steadyness

better understanding

for conflicts within a team?

closeness distance

Remember: Simplification.

Putting people into boxes. Model @

But: Maybe useful?



What rewards and threats
--. 0 people encounter
in these areas?

S
C
Example: What does it mean for a
A Java and JSF specialist when the
frontend is being rewritten in
R TypeScript and React?
F

( better understanding
Ve fOr human behavior
in change processes?

SCARF model by David Rock



Tuckman’s Stages of Group Developm.

—ee- \\here is the team currently?

Can the team get into
. "performing"?
T What is needed?

Helps to understand the
behaviour of a team when you
join as a (technical) coach




... models for (team) coaching in general.

But what about Technical Agile Coaching?



Agile Coach
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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 is, 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 Jeffries Jeff Sutherland
Ward Cunningham Jon Kern Dave Thomas
Martin Fowler Brian Marick

© 2001, the above authors

but only in its entirety through this notice.

Twelve Principles of Agile Software
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ngredients”

https://agilemanifesto.org



Manifesto for Agile Software Development
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g I e O a C I I I g 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
7 Customer collaboration over contract negotiation
Dﬂmaln Knnw’ﬂdge Responding to change over following a plan

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

S _ Frameworks .
y Agile / Lean and T |C

" = = : :
y Mindsat : L . Kent Beck James Grenning  Robert C. Martin

y Practices / San [V Mike Beedle Jim Highsmith  Steve Mellor

y m A , ng A b Arie van Bennekum  Andrew Hunt Ken Schwaber
 Organization // the \ S O u a n g I e O a C Alistair Cockburn ~ Ron Jeffries Jeff Sutherland

y i . e Ward Cunningham Jon Kern Dave Thomas

Business | \ .

-f‘/ o Martin Fowler Brian Marick

Agie/Lean | ! be able to adopt? ¥ 7=

Which
are important? EXTRAORDINARILY

BAVACS

| AGILE COACHING
.. sometimes even THE JOURNEY FROM BEGINNER TO MASTERY AND BEYOND

Advising Guiding | / D on Iy tO th |S

Mindset Learning

Facilitation
Skills

Advising
Skills

Learning™

Mindset .
Mentoring

u nfortunately often
limited to this ...

https://agilecoachinggrowthwheel.org/
https://resources.scrumalliance.org/Article/agile-coaching-growth-wheel




Manifesto for Agile Software Development

Technical Agile Coaching .

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

'Dum ain Kn DW’edg e

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

i o —

~ TN
F rks
Aglle/Lean T IonOreS Y
Mindset

~attempts to strengthen

Kent Beck James Grenning  Robert C. Martin
Mike Beedle Jim Highsmith Steve Mellor

[ ]
Arie van Bennekum Andrew Hunt Ken Schwaber
the e C O I I l p e n C I S Alistair Cockburn Ron Jeffries Jeff Sutherland
¥ Ward Cunningham Jon Kern Dave Thomas
BUE'“ESE Martin Fowler Brian Marick

* Organizational \, Agile/Lean Serving
- Change Practitioner the

Team Twelve Principles of Agi

~ 7 Transforming |
= \\ f
\ Coaching
g | Mindset
Coaching
Skills |

| Which competencies
Faciiating A are important?

*\ Facilitation

Guiding \ Mindset
Learning o

Learning

Mindset Teastiy

guestionable
e | |[iMited to this

https://agilecoachinggrowthwheel.org/
https://resources.scrumalliance.org/Article/agile-coaching-growth-wheel



Technical Agile Coaching
Techn

EMBRACE CHANGE

KENT BECK
witi CYNTHIA ANDRES
Foreword by Erich Gamma

1ICd

| Excellence

We are uncovering better ways of developing
software by doing i1t and helping others do it.

THE DESIGN

MARTIN FOWLER
With contributions by Kent Beck, John Brant,
William Opdyke, ana Don Roberts.

Foreword by Erich Gamma
Object Technology International, Inc.

The :
Pragmatic
rogrammer

from journeyman
to master

Andrew Hunt
David Thomas

Foreword by Ward Cunningham

2001

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 is, 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 Jeffries Jeff Sutherland
‘Ward Cunningham Jon Kern Dave Thomas
Martin Fowler Brian Marick

Software
Craftsmanship

The New

Imperative

Pete McBreen

Foreword by Dave Thomas

Pair Programminé
llluminated

T

Laurie Williams and Robert Kessler

TEST-DRIVEN
DEVELOPMENT

DY IPLE

KenT BECK

Hoo SAitthison Westey Sognations Sorias

Programming

A Whole Team Approach

—~

g
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By Woody Zuill and Kevin Meadows

2018

THE SCIENCE OF LEAN SOFTWARE AND DEVOPS

ACCELERATE

Building and Scaling High Performing
Technology Organizations

Nicole Forsgren, PhD
Jez Humble, and Gene Kim

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

2022

Samman

il DAVID FARLEY
Technical Agile Coaching
with the

MODERN
SOFTWARE
|

| Doing'What Works to
Build Better Software Faster

Foreward by TRISHA GEE

2023

OREILLY"

Tidy First?

Kent Beck
Foreward by Larry Constantine

2025




Models for Technical Agile Coaching




Communication: Daily Standup

,Walk the People”

yesterday
today
blockers / help

yesterday
today
blockers / help

yesterday
today
blockers / help

yesterday Ve
today \
blockers / help

yesterday
today
blockers / help

/ Disadvantage:
Advantage: Repetitions?
Everyone gets a turn! Context?
Context ping-pong?

~Walk the Work"“

Who & what is needed
to complete this task quickly?

Who & what is needed
to complete this task quickly?

Advantage: Disadvatage:
Focus on What about the
"finishing work" rather quiet ones?



Communication: Daily Standup

,Walk the People” ~Walk the Work"“

yesterday
today
blockers / help

yesterday
today
blockers / help

Who & what is needed
to complete this task quickly?

Who & what is needed

yesterday to complete this task quickly?

today

/\blockers / help
Q@Q

yesterday
today
blockers / help

yesterday
today \
blockers / help

®

What does the team need right now?



"This is technical coaching???"



"Be more technical, please”



"Do TDD and your code will be better”



Test-Driven Development (TDD)

more approprla!e ana

better maintai le
(testabl

describe code usage
first (executable!)

2002

TEST-DRIVEN
DEVELOPMENT

By EXAMPLE




Test-Driven Development (TDD)

... iIn legacy code

changes and
ements possible

test existing behaviour as
"correct" (safety net)

green
(untested = "correct")

EFFECTIVELY

LEGACY CODE,

Michael C. Feathers



"Write lots of unit tests,

we did the same in the last project”



Traditional Test Pyramid

Assumptions still valid
/ for our system?

manual
(exploratory)

tests

O Ul

g (E2E) o

' =

- & Tests o How do we deal

o) = O : :

= 9 o with the tension

>

O 17 O between

g<) .

Q "number of tests"
and

"test scope™?




Test "Pyramids”  What can be tested a5

still linked to quickly & reliably as

est ievels possible?
i
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manual
(exploratory)

Tests
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(E2E)
Tests

-
&8
\ 4




Test Speed Pyramia

_. helps with observation

does not prescribe
on which levels to tests

(system integration / E2E,
system, integration, unit)

Y are many fa St tests
sufficient?



Tests: Safety Net

teést scope « return on
investment?
broad
How do we implement
» these tests
; . ?
medium In our system:
NAarrow +

speed of
too slow slow fast enough fast stable tests




"The system is untestable ...

We have to rewrite it from scratch.”



Limits for Change

Source of frustration — ~ of Concern
if change attempts
have no effect ‘

of Influence

. Who do they
need to involve?

_ What can the team
= actually change?

based on Stephen Covey's "Circle of Concern & Circle of Influence”



"How will | ever learn all this?"



Stages of Learning & Competence

One of many,
many models S}

~ Whereis
- each person
right now?

Competence

"Four Stages of Competence" by Noel Burch



S h U H d R| e Which stance is

appropriate?

2002

Agile Software
Development

2005

Crystal Clear

A Human-Powered
Methodology for Small Teams

follow the rules =

(deliberately) break the rules -

don't need rules any more: "transcend the rules"



Apprentice — Journeyman — Master

N\ Need training & education.
Do not leave them alone!

What skills have to be learned?
E.g. identify & remove code smells,
refactoring, ...

Which exercises (katas)
. Software
are suitable? Crafismanship

2001 2014

e s 2 The New

.\ [mperative

Foreword by Dave Thomas




<your model here>



Isn't this just good architectural work?
Good technical leadership?

Yes. Exactly!



"l was expecting something completely different ...

How you structure your coaching sessions”



Models

(Team) Dynamics
MEHER
Maturity (Level)

T HE

Coaching Process

Structured Approach



(Technical) Team Coachings

coaching *

agreement

Who is your

sponsor?
! pair collaborates, team
What makes the and observes tasks
hi team and
coaching 4 programming reflects code katas
success? only when

needed




expectations
& some basics

UENE
Into
2 with a code kata

half days
usually mini retro
on-site
practice
remote with a code kata

tools

conclusion

Team Programming Workshops

(team programming
with code katas)

usually
1 day .
mini retro
on-site
if
possible
(pair & team

programming)

conclusion



Samman Coaching — Scale Learning

Technical Agile Coaching
with the Samman method

Kick-off Workshop:
get to know the team

Chartering Workshop:
decision for/against
coaching & topics

with a code kata (maybe a video)

s I
b/ i
-
23 x:
.
. i
4 |

on own code

https://sammancoaching.org/



Models for Technical Agile Coaching

 p—— Understand
Bl B
- people
- technology D
= first.

Only then act.
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