
Agile is not just for software development
© 2023 Carnegie Mellon University 1

[DISTRIBUTION STATEMENT A] This material has been approved for public release and 

unlimited distribution.  Please see Copyright notice for non-US Government use and distribution.
© 2023 Carnegie Mellon University

[DISTRIBUTION STATEMENT A] This material has been approved for public release and 

unlimited distribution.  Please see Copyright notice for non-US Government use and distribution.

Agile is not just for software 

development

AP R IL  2 0 ,  2 0 2 3

Justin Smith

Agile Transformation Team



Agile is not just for software development
© 2023 Carnegie Mellon University 2

[DISTRIBUTION STATEMENT A] This material has been approved for public release and 

unlimited distribution.  Please see Copyright notice for non-US Government use and distribution.

Copyright 2023 Carnegie Mellon University.

This material is based upon work funded and supported by the Department of Defense under Contract No. FA8702-15-D-0002 with Carnegie 

Mellon University for the operation of the Software Engineering Institute, a federally funded research and development center.

The view, opinions, and/or findings contained in this material are those of the author(s) and should not be construed as an official Government 

position, policy, or decision, unless designated by other documentation.

References herein to any specific commercial product, process, or service by trade name, trade mark, manufacturer, or otherwise, does not 

necessarily constitute or imply its endorsement, recommendation, or favoring by Carnegie Mellon University or its Software Engineering 

Institute.

NO WARRANTY. THIS CARNEGIE MELLON UNIVERSITY AND SOFTWARE ENGINEERING INSTITUTE MATERIAL IS 

FURNISHED ON AN "AS-IS" BASIS. CARNEGIE MELLON UNIVERSITY MAKES NO WARRANTIES OF ANY KIND, EITHER 

EXPRESSED OR IMPLIED, AS TO ANY MATTER INCLUDING, BUT NOT LIMITED TO, WARRANTY OF FITNESS FOR PURPOSE 

OR MERCHANTABILITY, EXCLUSIVITY, OR RESULTS OBTAINED FROM USE OF THE MATERIAL. CARNEGIE MELLON 

UNIVERSITY DOES NOT MAKE ANY WARRANTY OF ANY KIND WITH RESPECT TO FREEDOM FROM PATENT, TRADEMARK, 

OR COPYRIGHT INFRINGEMENT.

[DISTRIBUTION STATEMENT A] This material has been approved for public release and unlimited distribution.  Please see Copyright notice 

for non-US Government use and distribution.

This material may be reproduced in its entirety, without modification, and freely distributed in written or electronic form without requesting 

formal permission. Permission is required for any other use.  Requests for permission should be directed to the Software Engineering Institute at 

permission@sei.cmu.edu.

Carnegie Mellon® is registered in the U.S. Patent and Trademark Office by Carnegie Mellon University.

DM23-0396



Agile is not just for software development
© 2023 Carnegie Mellon University 3

[DISTRIBUTION STATEMENT A] This material has been approved for public release and 

unlimited distribution.  Please see Copyright notice for non-US Government use and distribution.

Agile is not just for software development

• Over the past 5 years, SEI has seen more and more program offices 

(the actual program office) adopt Lean and Agile Principles 

• Think contracting, budgeting, acquisitions, etc.

• These are organizations that are not strictly developing software or 

cyber-physical systems (some are in areas), but they are providing 

services

• Each instance has a slightly different feel and reason for happening
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What we are going to discuss today

• We would like to share some of the biggest takeaways from what we 

are seeing when it comes to program offices taking on a more agile 

mindset

• We encourage this session to be interactive and we would like to hear 

your stories as well of business agility 
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What are we talking about

Buzzword bingo:

• Agile

• Lean

• Kanban

• Scrum

• Principles

• Values

• What others?
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Ultimately, we want to highlight business agility

• It is about the entire organization 

shifting their mindset to one that 

embraces Lean and agile practices 

to continually deliver innovative 

business solutions and continually 

improve along the way 

• Not just talking about software 

development or product delivery, 

but business practices and services

• This all starts with a shift in mindset
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Agile Mindset

Implementing the 
practices, tools and 
processes without the 
Agile mindset, values, 
and principles of the Agile 
Manifesto 

Is NOT Agile!

Doing Agile Being Agile

It isn’t enough to adopt the practices of a successful team. You must 
adopt attitudes and a mindset for making decisions to adopt practices 

that will lead to your success.
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Why would an organization want to do this 

• Program office would like to be able to ‘speak the same language’ as 

their developer partner, who is using agile software development

• Programs that want to get more organized and make their work more 

visible at all levels

• We have partners who understand the quality that comes with agile 

development and wanted to benefit from some of the lean and agile 

concepts to help them at their job

• Leadership believes there is a better way to do business

• Maybe leadership attended a conference or a talk like this and just want 

to try something different
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Communication

• Programs come in all shapes and sizes, but the bigger they get the 

more complicated communication can become

• Agile principles and values create more opportunities to communicate

• Planning events create a time for teams to understand the overall 

vision, top level objectives, and ‘the why’ among other things

• These events also provide ample opportunities for teams to talk with 

each other, which could be quite rare depending on the teams

• Making a few tweaks to the way your team uses its time together can 

tremendously improve communication in all directions

Value 1: Individuals and interactions over processes and tools
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Visualization

• One major benefit for businesses adopting Agile and Lean principles is 

if they adopt tools that allow their work to become more visualized

• Moving from using Excel sheets and email to communicate and move 

documents to a centralized repository that can be utilized in many ways

• A number of tools can be utilized to achieve this goal

• You can create shared visible backlogs to work from and activity 

boards to speak to in meetings instead of having to update charts or 

create new content

Principle 10: Simplicity--the art of maximizing the amount of work not 
done --is essential.
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Prioritization

• Moving our work into some sort of repository and creating a shared 

and visual backlog allows for easier prioritization

• As fires start to pop up as you are trying to work the backlog you can 

stack these up against the tasks you have to understand and 

communicate the true priorities

• You may have heard of Objectives and Key Results, implementing 

these for any organization will help put the weight behind the priorities 

and the ‘why’  

Value 4: Responding to change over following a plan
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Fast Learning

• Agile and Lean principles allow you to break down the work into 

smaller pieces of work 

• This can increase efficiency as you can add value or services faster 

than working on longer timelines and ‘bigger chunks of work’

• Recognition of where work is getting stuck or people are being 

overloaded

Principle 3: Deliver value frequently 
SAFe Lean-Agile Principle 4: Fast, integrated learning cycles
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Continuous Improvment

• Arguably one of the most important aspects of what we have 

seen, is the adoption of a continuous improvement mentality 

• Retrospectives can serve such a wonderful role in this area

• Taking time to stop and talk with the team is so valuable

• This is where innovation can occur

• At the end of the day the conversation around how things 

are going is what will truly drive you to where you want to be

Principle 12: At regular intervals, the team reflects on how to become more 
effective, then tunes and adjusts its behavior accordingly
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Key takeaways

• Agile is a mindset, not some orchestrated adoption of some branded 

framework or tool

• Organizations should mindfully tailor lean and agile concepts to make 

them work for them, don’t throw things out because they are hard

• One of the main things that led to success were these teams starting 

where they were and introducing concepts over time 

• You can really see change when they start combining some of the 

concepts we just discussed

• Embrace the continuous learning culture, hold retrospectives, plan as a 

team, enhance that communication across the team to grow together
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