
Extracted from:

Driving Technical Change
Why People on Your Team Don’t Act on Good

Ideas, and How to Convince Them They Should

This PDF file contains pages extracted from Driving Technical Change, published by the

Pragmatic Bookshelf. For more information or to purchase a paperback or PDF copy,

please visit http://www.pragprog.com.

Note: This extract contains some colored text (particularly in code listing). This is

available only in online versions of the books. The printed versions are black and white.

Pagination might vary between the online and printer versions; the content is otherwise

identical.

Copyright © 2010 The Pragmatic Programmers, LLC.

All rights reserved.

No part of this publication may be reproduced, stored in a retrieval system, or transmitted, in any form, or by any

means, electronic, mechanical, photocopying, recording, or otherwise, without the prior consent of the publisher.

http://www.pragprog.com




Chapter 1

Why This Book?
I was in the middle of a very typical meeting, with a very typical group,

in my very typical company. I was in charge of our web application

servers. My responsibilities included maintaining software, maintaining

hardware, enforcing best practices, and getting people to upgrade. I was

always trying to get people to upgrade.

In fact, we were talking about upgrades.

“I need you guys to set up some sort of schedule for moving your appli-

cations from ColdFusion 6 to ColdFusion 8,” I said, for the fifth time in

as many meetings.

The expected response was delivered with a sigh, “We can’t move to the

new servers. Every time we move our applications to a new server we

have problems and incompatibilities. We just can’t have that with our

users.”

I fired back, “That’s a common problem in general. Have you considered

using unit tests to be able to have more confidence when you move from

version to version? That’s not just a problem with an application server

but also web servers, database servers, and your code base. You have

to move from version to version. Unit tests help with this.”

The excuses then flew, “It would take too much time. Why should we

have to do this? We don’t know how to do unit tests.”

I could tell you that I argued with them. I could detail the rest of the

argument. I don’t really have to do that. You know how it went. I didn’t

get them on board. I couldn’t convince them.
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Over my time in that position, I had to try to sell several different

advancements and techniques. I had the argument I just described and

others like it many, many times. I lost a lot, I won a few, and some just

ended up being wars of attrition. I did start to notice certain patterns:

• The same people tend to make the same arguments.

• Some people always went along with new things.

• Other people jumped on to an advancement once others had al-

ready converted.

• Some people can never be convinced.

• Certain arguments I made worked on some people but not on other

people.

• Sometimes getting management involved was the only way of get-

ting people on board.

I took those patterns, wrote down what I observed about them, and

figured out that certain tactics worked better on some than others.

I started reusing the same tactics on the same skeptics for different

issues. My batting average went up. It became easier to sell

advancements.

That’s what this book is about—those advancements, those patterns,

those arguments. My hope is that what I have to say can allow you to

skip all of the go-nowhere arguments, avoid the frustration, and actu-

ally drive your organization forward technologically.

1.1 How Is This Book Organized

This book is a patterns book. That means the subject matter is based

on a set of repeating forms, or patterns. Two main parts of the book are

broken into collections of patterns. One part is about skeptic patterns

focused on the reason some people resist your efforts. The other is

about techniques that can be used to counter skeptics. Ultimately, this

means the chapters in these sections are going to be highly structured.

While the two patterns parts are about who your co-workers are and

how you should approach them, the final part of this book breaks away

from the patterns and talks about strategy. It will help you sort out who

to approach first, who to avoid, and how to turn your efforts into real

change.

CLICK HERE to purchase this book now.
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1.2 Why You Should Read This Book

The goal of this book is to enable you to convince co-workers to adopt

new tools and techniques. You should be able to do this without having

to become some sort of cutthroat office politician. This doesn’t mean

that you won’t need to use politics, just that you don’t have to use

them evilly.

I will outline a cast of characters; some of them will remind you of

people you work with. Once you identify those people, you should be

able to match them up with countering techniques. You apply those

techniques on your skeptics in a strategy I will lay out. Then change

magically happens.

Well, not magically. It does take some work and effort. But it is that

straightforward. You should be able to reap some benefits immediately

after reading this book. The rest will come as you gain experience doing

what this book outlines.

1.3 Who I Think You Are

I think you are a technical person. Perhaps you’re a developer or pro-

grammer. You could be a server administrator, network engineer, or

hardware engineer. Maybe you’re a database administrator or even a

designer who works with technical people.

It doesn’t really matter what type of technical person you are, as long

as you do some sort of technical work with other people.

My anecdotes and scenarios are going to be about developer topics.

Sorry, that’s who I am. However, it doesn’t matter what language or

tool set you are using. This is going to apply evenly, whether you are

a .NET or a Java programmer, an open source fan, or someone in love

with some company. This is for anyone who has tried to get co-workers

to change the way they work, regardless of how you wanted them to

work.

CLICK HERE to purchase this book now.
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