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Great software is not controlled into existence - it emerges through curiosity,
courage, and course correction.
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Preface

Software shapes the world we live in - from the devices in our pockets to
the systems that power our healthcare, infrastructure, and economy, and yet,
building software remains complex. Deadlines slip, systems grow brittle, and
teams often struggle under the weight of their ambitions. In the midst of
this, how can we build software that is not only effective, but sustainable, and
empowering?

This book begins with a simple premise: software development can be better.

Through curiosity, and a commitment to learning, we can make our work more
meaningful, our teams more resilient, and our systems more reliable. Whether
you’re an engineer honing your craft, a team lead trying to support flow, and
collaboration, or a manager shaping the environment where teams operate,
this book offers practical ideas, and guiding principles to help you grow.

We start at the foundation: ethics, disciplines, and habits that help program-
mers thrive, including the Programmer’s Oath, the idea of code that works,
and is easy to change, and the role of sustainable practices like Test-Driven
Development.

From there, we explore useful goals for teams - such as delivering small,
meaningful units of value, enabling continuous integration, and supporting
intrinsic motivation. Finally, we widen the lens to consider the organizational
culture that enables long-term success, including psychological safety, adap-
tive intelligence, and the courage to navigate complexity.

This is not a checklist or a formula. It’s a map of ideas - an invitation to think,
reflect, and evolve. Along the way, we’ll engage with work from leaders like
Dave Farley, Kent Beck, and the researchers behind the DORAmetrics, but also
ask broader questions about how we learn, collaborate, and adapt in a fast-
changing world.

If you’re curious about what makes great software, and strong teams possible
- and how to cultivate both - then this book is for you.
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Let’s explore.
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About the Author

I was born, raised, and continue to live and work in Austria—a small European
country that often feels like a hidden jewel. Surrounded by mountains, forests,
tradition, and hearty food, Austria is a place that seems to resist the rush of the
modern world. We speak a distinctive variety of German, and if you’re familiar
with Tolkien’s Hobbits, you might say we share more than a few similarities:
grounded, community-oriented, and lovers of the simple butmeaningful things
in life.

My journey as a programmer began in 1986, when I receivedmy first computer—
a Commodore 64 with a Final Cartridge III extension. Just hearing that name
still givesme goosebumps. I spent countless hours trying tomake simple sprite
animations work, dabbling in BASIC and Assembler. The results were modest,
but the spark had caught. I knew then what I wanted to be.

I am a programmer.

I am also a father. With four children ranging in age from 21 years to just a
year old, I’ve been gifted a broad perspective on life’s challenges—big and small.
Though some may call me cynical, I strive to remain open-minded, reflective,
and unoffended by honest discourse.

I am also a musician. I play the guitar and sing, not just as a hobby, but
with enough dedication to know what practice truly means—especially when
it comes to precision and discipline.

Since 2000, I’ve been working professionally in software development.

Since 2010, I’ve been my own boss—giving me both the freedom and the
responsibility to uphold the values I believe in. I welcome change, but not
blindly. I strive to embody the ethics, craftsmanship, and curiosity that define
sustainable and professional software practice.



About the Author 7

Why I wrote this book

Over the decades, I’ve noticed something troubling, yet consistent, in our
industry: every good idea eventually becomes fuzzy.

Test-Driven Development becomes “testing later.” Continuous Integration
becomes “merging once in a while.” BDD becomes “Cucumber syntax” instead
of executable specifications of system behavior. Architecture becomes a
shopping list of tools. And agile becomes… everything and nothing.

As these interpretations drift, they lose their power. Teams lose clarity.
Organizations lose time and budget. And management often misdiagnoses
the problem—cutting costs, outsourcing expertise, and unintentionally making
things worse.

All thewhile, the real gems of our field—those simple, disciplined, high-leverage
practices—are right there, quietly waiting to be rediscovered.

Misconceptions tend to compound toward entropy. But professional skill,
sustainable habits, and evidence-based thinking do the opposite: they create
order, flow, and continuous improvement. They enable teams to ship reliably,
collaboratemeaningfully, andmeasure what actually matters—outcomes, qual-
ity, and the human ability to self-organize. Metrics like those defined by the
DORA research program illuminate this path clearly.

In writing this book, my mission is simple: to remind all levels of a software
organization, from junior developers to senior management, what our most
effective ideaswere reallymeant to be. To help uswelcome change responsibly.
To show how curiosity, ethics, and disciplined practice make not only good
code, but good teams and good companies.

I have immense respect for the thinkers and practitioners whose insights form
the foundation of modern software engineering. My intent is not to surpass
their work, but to honor it, by reframing it for the challenges we face today.

And so, I invite you: read on.

LinkedIn: https://www.linkedin.com/in/stefan-ellersdorfer-908673174
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E-Mail: the-effective-software-engineer@my-ellersdorfer.at
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Audience Groups Navigation

This heatmap highlights how each chapter speaks to software development
teams, middle management, and top management.

• The early chapters (1–4) are especially valuable for software teams, focus-
ing on agile practice, history, ethics, and TDD.

• Chapters 5–7 begin to broaden relevance, tying team-level practices to
organizational learning and adaptive intelligence.

• Chapters 8–11 carry the strongest weight for managers, exploring psy-
chological safety, metrics, silos, and empowerment.

• The later chapters (12–13) provide balanced insights, synthesizing lessons
across roles.

The picture is one of progressive broadening: from developers at the start to
leaders and organizations at the end.

Figure 2. Navigation by Audience Groups



Navigation by Interest 11

Text summary: Heatmap-style gridmapping chapters against audience groups
(development teams, middle management, top management) to show where
each group is most served.
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Thematic Coverage Across Chapters

This heatmap maps chapters against five themes: technical practices, team
dynamics, organizational culture, leadership, and ethics.

• Chapters 1–4 are dominated by technical practices and ethics, establish-
ing a professional foundation.

• Chapter 5 bridges into team dynamics, marking a transition point.
• Chapters 6–9 emphasize organizational culture and leadership, while
still weaving in technical and ethical threads.

• Chapters 10–11 bring leadership and collaboration to the forefront.
• Chapter 12 adds a practical, real-world dimension on co-location across
companies.

• Chapter 13 revisits all themes in a balanced way, offering closure.

Figure 3. Navigation by Thematic Coverage Across Chapters

Text summary: Heatmap-style gridmapping chapters to five themes (technical
practices, team dynamics, organizational culture, leadership, ethics) to show
thematic emphasis.
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Conceptual Timeline Through Chapters

Here we see the book as a journey across four stages: foundation & history,
team-level practice, organizational evolution, and strategic transformation.

• Chapters 1–2 are pure foundation: history, agile roots, and ethics.
• Chapters 3–5 dive into team practice, teaching concrete skills like habits,
TDD, and team goals.

• Chapters 6–11 represent a clear organizational shift, covering curiosity,
adaptive intelligence, safety, metrics, silos, and empowerment.

• The final chapters (12–13) consolidate this into strategic transformation,
where principles are applied across boundaries and into the future.

Figure 4. Navigation by Conceptual Timeline Through Chapters

Text summary: Timeline-style map grouping chapters into four stages: foun-
dation/history, team practice, organizational evolution, and strategic trans-
formation.
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Core Principles Across Chapters

This heatmap illustrates the alignment of chapterswith five guiding principles:
agility, craftsmanship, collaboration, ethics, and sustainability.

• Agility/iteration peaks in Chapters 1 and 5, where process and team goals
are set.

• Craftsmanship/code quality is strongest in Chapters 3–4, with ethics,
SOLID, and TDD.

• Collaboration/ownership grows steadily, peaking in Chapters 8–11 with
psychological safety, synergy, and empowerment.

• Ethical responsibility is deeply rooted in the early chapters, but resur-
faces in leadership-focused discussions later.

• Sustainability/flow emerges strongly from Chapter 5 onward, tying into
metrics, empowerment, and organizational effectiveness.

Figure 5. Navigation by Core Principles Across Chapters

Text summary: Heatmap-style gridmapping chapters to five principles (agility,
craftsmanship, collaboration, ethics, sustainability) to show alignment.



Chapter 1 – Agile Software
Development

Figure 6. Agile Software Development
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Agile

Since the dawn of human problem-solving, there has always been a form of
“Agile.” Though it wasn’t called that, its spirit was present in how people
approached challenges: iteratively, collaboratively, and adaptively.

In the early 20th century, Orville and Wilbur Wright were not the only ones
trying to achieve powered flight - but they succeeded where others failed.
Why? Because their behavior reflected what we now call Agile thinking.

They didn’t try to build the perfect plane in one go. Instead, they started
with kites, then gliders and only later added engines. Each prototype built on
lessons from the last, approaching development iteratively. They conducted
hundreds of test flights. After each one, they adjusted control surfaces,
wings, or propellers based on real data, not just theory. This mirrors Agile’s
focus on adapting based on working results. While others wrote exhaustive
theories, theWrights were focused onmaking something that actually worked.
Their success came from real-world, demonstrable progress. Closely working
together, the brothers shared tasks and cross-trained in roles. One flying
while the other recorded data and vice versa. No silos. They frequently
changed designs, especially after discovering their initial aerodynamic data
(from trusted sources like Lilienthal) was inaccurate. They built their ownwind
tunnel and generated better data, radically changing their designs based on
new evidence. The Wright brothers didn’t follow a rigid, up-front plan. They
embodied what we would now call an Agile approach: iterative progress, fast
feedback loops, adaptive design, and team collaboration. Their approach al-
lowed them to solve one of humanity’s hardest problems – controlled, powered
flight – by learning quickly and changing course based on evidence.

The founders of the Agile Manifesto gave it a name, but they did not invent the
mindset - it was already there, embedded in how skilled individuals worked
toward meaningful outcomes.

The early practitioners of Agile - long before it was formalized -were proficient
in their craft. But proficiency alone doesn’t lead to solutions. What truly
matters is how that proficiency is applied: through short-term, clearly defined
goals, a willingness to adapt long-term plans and a readiness to take small
steps, reflect, learn, and adjust.
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These short feedback loops allow for constant improvement.

Each small step enables the next, keeping risk low and momentum high. The
smallness of the steps makes the process manageable and controllable - less
overwhelming, more responsive.

True agility is not just about process. It’s about people. People who are
equipped with skill, guided by principles and values, and - most importantly
- driven by a mindset of continuous learning. That’s the essence of being truly
Agile.

A Brief History of Agile

Before the Agile Manifesto was written, several lightweight methodologies
were already emerging in response to the rigidity of traditional, plan-driven
software development (Waterfall, V-Model, etc.). Among these were Crystal,
Extreme Programming (XP), Lean Software Development and Scrum.

Crystal, developed by Alistair Cockburn in the 1990s, emphasized people, in-
teractions and the adaptability of processes based on project size and critical-
ity. XP, created by Kent Beck, brought practices like test-driven development,
pair programming and continuous integration into the spotlight - placing a
strong focus on developer discipline and fast feedback loops.

Lean, inspired by Toyota’s production system, introduced the idea of eliminat-
ing waste, optimizing flow and empowering teams to improve continuously.
Scrum, formalized by Ken Schwaber and Jeff Sutherland, introduced short
iterations called sprints, roles like ScrumMaster and ProductOwner and rituals
such as daily stand-ups and retrospectives.

These approaches shared a common frustration with heavyweight project
management methodologies. In 2001, seventeen thought leaders from these
communities came together and created the Agile Manifesto, which empha-
sized:

• Individuals and interactions over processes and tools
• Working software over comprehensive documentation
• Customer collaboration over contract negotiation



Chapter 1 – Agile Software Development 18

• Responding to change over following a plan

This moment was a cultural turning point.

Agile was developer-driven - a grassroots reaction to bureaucratic bottlenecks
and waterfall inefficiencies.

However, things began to shift around 2006. Particularly Scrum, gained
traction in larger organizations. Its roles and ceremonies made it easier to
formalize and adopt, especially for project managers looking for frameworks
to improve delivery without overhauling organizational structures.

As adoption grew, Agile became less of a developer’s culture and more of a
management tool. Scrum certifications emerged, Agile coaches multiplied,
and what had been a movement rooted in technical excellence and team
autonomy started to be institutionalized. Project organizations favored Scrum
for its perceived structure and scalability, often sidelining the more technical
and craftsmanship-driven elements found in XP or Lean.

By the 2010s, Agile was everywhere - but often in name only. Many implemen-
tations retained the rituals but lost the mindset.

What began as a developer-led culture of adaptive learning had, inmany places,
been reshaped into a standardized delivery model led by project management
offices.

Ticket or User Story?

In most organizations where I’ve consulted - whether as a software engineer
or system architect - Scrum ceremonies were firmly in place. The daily stand-
ups, sprint plannings, reviews, and retrospectives all happened like clockwork.
On the surface, it looked Agile.

I’ve always understood Scrum as reflecting the business-facing practices of
Extreme Programming (XP), enriched by clearly defined roles and lightweight
planning structures. It’s a framework designed to bring alignment between
developers and business, encouraging incremental delivery and tight feedback
loops.
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But in practice, something vital was often missing. Yes, the ceremonies were
there.

This sample ends here.

I sincerely hope you enjoyed the read so far. If you are interested in
more, checkout the Links to purchase the Book.

• LeanPub for PDF and EPUB Versions.
• Amazon Austria for the printed soft cover version in Amazon
Austria.

• Amazon Germany for the printed soft cover version in Amazon
Germany.

• Amazon US for the printed soft cover version in Amazon US.
• Amazon United Kingdom for the printed soft cover version in
Amazon United Kingdom.

• Amazon France for the printed soft cover version in Amazon
France.

• Amazon Spain for the printed soft cover version in Amazon
Spain.

• Amazon Italy for the printed soft cover version in Amazon Italy.
• Amazon Netherlands for the printed soft cover version in Ama-
zon Netherlands.

• Amazon Poland for the printed soft cover version in Amazon
Poland.

• Amazon Sweden for the printed soft cover version in Amazon
Sweden.

• Amazon Brusseles for the printed soft cover version in Amazon
Brusseles.

• Amazon Ireland for the printed soft cover version in Amazon
Ireland.

• Amazon Japan for the printed soft cover version in Amazon
Japan.

• Amazon Canada for the printed soft cover version in Amazon
Canada.

• Amazon Australia for the printed soft cover version in Amazon
Australia.

https://leanpub.com/the-effective-software-engineer
https://www.amazon.de/dp/9697692122
https://www.amazon.de/dp/9697692122
https://www.amazon.us/dp/9697692122
https://www.amazon.co.uk/dp/9697692122
https://www.amazon.fr/dp/9697692122
https://www.amazon.es/dp/9697692122
https://www.amazon.it/dp/9697692122
https://www.amazon.nl/dp/9697692122
https://www.amazon.pl/dp/9697692122
https://www.amazon.se/dp/9697692122
https://www.amazon.be/dp/9697692122
https://www.amazon.ie/dp/9697692122
https://www.amazon.jp/dp/9697692122
https://www.amazon.ca/dp/9697692122
https://www.amazon.com.au/dp/9697692122
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Figure 7. 79 years of software development
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The Origins of Code

It all began with logic, mathematics, and the mind of Alan Turing. Often
referred to as the father of modern computing, Turing laid the theoretical
foundations for what we now call software. In a 1946 lecture, he warned:

“One of our difficulties will be the maintenance of an appropriate discipline, so
that we do not lose track of what we are doing.”

• Alan Turing, Lecture to the London Mathematical Society (AMT/C/32,
p.18, §2)

He foresaw not only the explosion of computing but the need for intellectual
rigor, and structure in the systems we create. Turing recognized early that
software would become a vast intellectual endeavor:

“We shall need a great number ofmathematicians of ability,” he wrote, “because
there will probably be a great deal of work of this kind to be done.”

• Alan Turing, Proposed Electronic Calculator (AMT/B/1, p.18, §6)

Cornerstones in the History of Software

Over the past 79 years, software development has built upon a few key
conceptual foundations. These are ideas so fundamental that they remain
recognizable in almost every programming language, and paradigmused today:

• Sequence, Iteration, Assignment – The building blocks of imperative
programming.

• 1969: Device Independence – The advent of operating systems like Unix
enabled software to run across various hardware platforms.

• 1975: Coupling & Cohesion – Principles that brought clarity to software
architecture.

• 1978: Model-View-Controller (MVC) – A breakthrough in separating
concerns in user-facing applications.

• 1992: Use Case Driven Object-Oriented Programming – Introducing a
structured way to analyze, and design complex systems.
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What is Object Orientation?

Object-Oriented Programming (OOP) offered a new way of thinking:

“The technique of using dynamic polymorphism to call functions without the
source code of the caller depending upon the source code of the callee.”

It allowed systems to grow in complexity while maintaining a manageable level
of abstraction. Despite its age, this approach still underlies many modern
frameworks, and languages.

The Illusion of Change in Software

From a distance, the field appears to evolve rapidly. New languages emerge,
tooling gets fancier, and paradigms compete for attention. But at the core,
not much has changed in software design since the 1990s. We still teach the
same principles of OOP, still argue over functional vs. imperative styles, and
still struggle with the same fundamental bugs of complexity, dependency, and
scalability.

As Bob Martin (Uncle Bob) puts it:

“The only way to go fast is to go well.”1

And yet, while software practices havemostlymaturedwithin familiar patterns,
the surrounding world has transformed radically.

What Did Change Then?

The capabilities of hardware have undergone an exponential evolution. Pro-
cessing speed, memory capacity, energy efficiency, network throughput -
everything has increased by orders of magnitude. Moore’s Law2, though

1Martin, R. C. (2008). Clean code: A handbook of agile software craftsmanship. Prentice Hall.
2Moore, G. (1965). Moore’s Law is the observation that the number of transistors in an

integrated circuit (IC) doubles about every two years. In the simplest sense, this not anymore
true. The days when we could double the numbers of transistors on a chip in two years are far
behind us.
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arguably slowing, has carried us far beyond what early computer scientists
could imagine.
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Figure 8. Ethics, practices, and good habits of programmers
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Software systems are woven into the fabric of modern life. The code we
write can influence economies, personal lives, and the functioning of entire
societies. As such, programmers hold an ethical responsibility that extends
beyond technical performance. This chapter explores what it means to be an
ethical software developer, what constitutes “good code,”, and how personal,
and team habits can shape the quality, and sustainability of software systems.

The Programmer’s Oath (Robert C. Martin, 2015)

In 2015, Robert C. Martin proposed “The Programmer’s Oath”3 - a declaration
of ethical commitment for software developers. It encourages responsibility,
continuous learning, and respect for users, and fellow professionals. Key tenets
include:

• I will not produce harmful code.
• I will continuously learn, and improve.
• I will respect the craft, and share knowledge.

These principles set a professional baseline, much like medical or legal oaths,
grounding the developer in ethical responsibility, and integrity.

The Foundation of Good Code (Dave Farley’s Criteria)

Dave Farley, co-author ofContinuous Delivery, identifies two essential qualities
of good code:4

• The code works
• The code is easy to change

These aren’t just engineering ideals - they’re business-critical properties. Code
that works, and is easy to change enables agility, scalability, and sustainability.

3Martin, R. C. (2015, November 18). The Programmer’s Oath. Retrieved from
https://blog.cleancoder.com/uncle-bob/2015/11/18/TheProgrammersOath.html

4Farley, D, & Humble, J. (2010). Continuous delivery: Reliable software releases through build,
test, and deployment automation. Addison-Wesley.
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The Code Works

Characteristics of Working Code

Working code behaves as expected. It is:

• Functionally correct, and passes all tests
• Stable, and reliable under real-world conditions
• Observable, and monitored in production
• Easily verifiable through automated tests

Benefits by Stakeholder

Top Management benefits from increased user satisfaction, brand credibility,
and ROI. When software delivers value reliably, trust grows - with customers,
and investors.

Middle Management gains predictability, and smoother project delivery.
Working code reduces last-minute surprises, and firefighting.

The Development Team enjoys confidence, and focus. With reliable feedback
loops (e.g, testing), developers spend less time debugging, and more time
innovating.

Sustainable Practices

Working code doesn’t happen by accident. Practices like Test-Driven Devel-
opment (TDD), Behavior-Driven Development (BDD), and Acceptance Test-
Driven Development (ATDD) enable developers to build testable, verifiable
systems. These practices are explored in depth in Chapter 4.
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The Code Is Easy to Change

Characteristics of Changeable Code

Changeable code is:

• Modular, cohesive, and loosely coupled
• Written with expressive names, and clear structure
• Refactorable without unintended side effects
• Easily understood by other developers

Benefits by Stakeholder

Top Management sees faster time-to-market, and reduced risk. Changes can
be implemented, and deployed without destabilizing the system.

Middle Management benefits from improved responsiveness to business
needs, and fewer bottlenecks.

The Development Team experiences lower cognitive load, safer refactoring,
and a more enjoyable work environment.
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Figure 9. Empowerment Is a Design Problem
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Empowerment is one of the most cited goals in modern organizations. Leaders
want “empowered teams” that take initiative, own their outcomes, and innovate
autonomously. But empowerment is often framed as a matter of individual
attitude - as if all that’s missing is confidence or motivation. In reality,
empowerment is rarely a personal problem. It’s a systemic one.

Empowerment doesn’t happen just because a leader says, “You’re empowered.”
It happens when the environment - the structures, expectations, incentives,
and constraints - actually supports people in taking responsible action. When
teams aren’t empowered, the root cause is almost always organizational, not
personal.

Why Empowerment Fails

In many organizations, there is a mismatch between what teams are asked to
do, and what they’re allowed to do. Leaders say, “Act like owners,” but key
decisions are still made elsewhere. Teams are told to move fast, but every
change requires multiple approvals. Autonomy is declared, but accountability
is punished.
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Appendix E – Alignment Matrix

Based on the ethos and practices in the book, here’s a matrix template of
executional behaviors, principles, and values (column 1), their meaning in
practice (column 2), and a casualization - the “why it matters” (column 3).
This aligns both executionally and culturally, and could be a useful tool use
as compass of behavior, practice and value.

Behaviors, Principles, Value – Cheat sheet

Curiosity Ask questions,
challenge
assumptions,
explore alternatives
in design, code
reviews, and
retrospectives.

Curiosity is the
engine of learning
and innovation; it
surfaces risks early,
uncovers better
solutions, and
prevents stagnation.

Courage Admit mistakes,
raise concerns,
suggest changes,
and try new
approaches - even
when uncertain.

Courage enables
adaptation, fast
feedback, and real
improvement; it
counteracts
organizational
inertia and
fear-based silence.

Behavior /
Principle / Value

What It Looks Like
in Execution

Why It Matters
(Causalization)
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Humility Invite feedback,
refactor your own
code, accept others’
ideas, and mentor
generously.

Humility creates
psychological
safety, supports
continuous
improvement, and
turns mistakes into
collective learning.

Ethical
Responsibility

Write testable,
maintainable code;
raise issues early;
consider end-user
impact in all
decisions.

Ethical action
safeguards users,
teammates, and
organizations; lack
of it causes rework,
disengagement, and
technical debt.

Code That Works Ensure all code is
covered by
automated tests,
monitored in
production, and
delivers user value.

Reliable code builds
stakeholder trust,
reduces
firefighting, and
allows teams to
focus on value
instead of fixes.

Code That Is Easy
to Change

Write modular,
cohesive,
loosely-coupled
code; practice
refactoring and
clear naming.

Changeable code
reduces
bottlenecks,
supports fast
delivery, and
prevents future
crises; agility
depends on it.

Stakeholder
Awareness

Consider the needs
of users, product
owners, testers, and
operations in design
and delivery.

Teams that
understand all
stakeholders deliver
products that
actually solve
problems, reducing
costly
misalignment.

Behavior /
Principle / Value

What It Looks Like
in Execution

Why It Matters
(Causalization)
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Continuous
Integration (CI) &
Trunk-Based
Development

Integrate code to
mainline multiple
times per day; use
automated tests
and fast feedback.

Small, safe changes
reduce integration
risk, enable rapid
learning, and
support continuous
delivery of value.

Test-Driven
Development (TDD)

Write a failing test
before new code,
then make it pass
and refactor.

TDD ensures clarity
of purpose,
confidence in
changes, and
resilience to
mistakes; it’s an
ethical and
professional
discipline.

Shared Ownership Collaborate on
code, pair program,
participate in
collective code
reviews, and define
acceptance criteria
together.

Shared ownership
increases quality,
spreads knowledge,
and avoids single
points of failure;
teams are more
resilient and
effective.

Psychological
Safety

Speak up without
fear, share
uncertainties,
conduct blameless
postmortems, and
welcome questions
from all levels.

Safety unlocks
honest learning,
surfaces risks early,
and is empirically
linked to high
performance and
innovation.

Flow Over Process Prioritize moving
value to users over
ticking process
boxes; minimize
bureaucracy and
focus on small,
frequent releases.

Value-focused
teams adapt quickly,
avoid waste, and
sustain motivation;
rigid process leads
to disengagement
and missed
outcomes.

Behavior /
Principle / Value

What It Looks Like
in Execution

Why It Matters
(Causalization)
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User-Centric Goal
Setting

Define “done” as
“valuable to the
user”; measure
outcomes, not just
output or activity.

Aligning with user
value prevents
wasted effort and
ensures that
engineering effort
translates to
business impact.

Adaptive
Intelligence (AQ)

Embrace changing
requirements,
unlearn when
needed, and use
WOOP or similar
frameworks for
adaptive planning.

AQ enables
resilience in
fast-changing
environments,
reduces risk of
burnout, and allows
teams to thrive
through change.

Empowerment &
Autonomy

Make decisions at
the team level,
clarify decision
rights, remove
bottlenecks, and
trust teams to own
outcomes.

Empowered teams
move faster,
innovate more, and
care deeply about
quality; bottlenecks
and top-down
control stifle both
morale and delivery.

Cross-Functional
Collaboration

Break silos with
joint planning,
retrospectives, and
incident reviews;
build trust and
empathy across
roles.

Collaboration
across boundaries
leads to better
architectures, faster
delivery, and
greater
organizational
learning.

Healthy Use of
Metrics

Use DORA and
engagement
metrics as mirrors,
not weapons;
triangulate with
team sentiment and
learning reviews.

Good metrics guide
improvement, but
abused metrics
erode trust and
incentivize
dysfunctional
behavior.

Behavior /
Principle / Value

What It Looks Like
in Execution

Why It Matters
(Causalization)
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Behavior /
Principle / Value

What It Looks Like
in Execution

Why It Matters
(Causalization)

Detailed cheat sheets

Curiosity

Ask questions, challenge assumptions, explore alternatives in design, code
reviews, and retrospectives. Curiosity is the engine of learning and innovation;
it surfaces risks early, uncovers better solutions, and prevents stagnation.

a) Ask questions in
meetings and code
reviews

Regularly query
design choices,
requirements, and
“why” behind
approaches.

Exposes hidden
risks and
encourages
collective
problem-solving.

b) Investigate
failures and
surprises

Treat bugs or
unexpected results
as learning
opportunities, not
just fixes.

Root causes are
found faster,
improving quality
and understanding.

c) Encourage
“question
storming”

In planning or
retros, spend time
generating
questions before
answers.

Uncovers blind
spots, enabling
smarter, more
robust solutions.

Component Executional
Approach

Causalization (Why
it Matters)
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d) Learn across
boundaries

Explore unfamiliar
tools, domains, or
perspectives
outside your
expertise.

Prevents silo
thinking and sparks
creative
breakthroughs.

Component Executional
Approach

Causalization (Why
it Matters)

Courage

Admit mistakes, raise concerns, suggest changes, and try new approaches -
even when uncertain. Courage enables adaptation, fast feedback, and real
improvement; it counteracts organizational inertia and fear-based silence.

a) Admit mistakes
openly

Share errors or
misjudgments
during stand-ups or
retros.

Normalizes
learning, reduces
blame culture, and
accelerates
recovery.

b) Challenge the
status quo

Suggest process,
architecture, or
product changes,
even if unpopular.

Drives positive
change and avoids
“we’ve always done
it this way” traps.

c) Try experiments
and new
techniques

Pilot new practices
(e.g, TDD, pairing),
then share
outcomes.

Safe-to-fail
experiments
uncover better
ways of working.

d) Raise risks early Bring up doubts or
potential blockers
proactively.

Surfaces issues
before they become
critical, reducing
firefighting.

Component Executional
Approach

Causalization
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Component Executional
Approach

Causalization
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