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How do you achieve business success in a world which is VUCA –
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E v olu tio n of the a g ile le a der sh ip

from

Masters and Commanders
to sensible servants

Being a leader in the modern VUCA* world is like
being a captain on a ship in a stormy sea. Large
waves and heavy winds make it hard to maneuver
– and suddenly dangerous rocks can appear out of
the blue, threatening to sink your vessel. And at the
same time you have to hold your course to your next
goal all the time, because in our metaphor the storm
never ends, but goes on and on forever. A growing
part of the industry has realized that just being the
Master & Commander in this situation, standing on
the bridge shouting orders to the crew will not do
anymore, and therefore a new kind of leadership is
growing on a broad front.
As we say in Scandinavia, a beloved child has
many names: Agile Leadership, Servant Leadership,
Transformational Leadership are just a few variants
on the same theme.
In our first article Michael Hamman, co-founder
of Agile Leadership Institute, explains to us the concept of Sense-and-Respond Leadership which
contains several statements that align perfectly with our stormy sea analogy, such
as: “to take complex and ambiguous situations which surprise and confuse us,
and to make sense of them in ways
which help us, and others, navigate
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that complexity”. This article is followed by an interview with Jutta Eckstein, author of several titles on
Agile methodology. In this article she tells us about
BOSSA nova, a new approach for company-wide
agility that she has co-created with her colleague
John Buck, combining Agile with disciplines such
as Beyond Budgeting and Sociocracy.
When implementing company-wide agility in
general, and Agile Leadership in particular, the HR
department has a crucial role, and we were lucky
to get in touch with one of the most experienced
experts in the field of Agile HR, Pia-Maria Thorén,
who gives us a lot of insights and food for thought
from an exciting discipline.
The rest of this issue is filled with views on Agile
Leadership from different parts of the industry,
which we hope will give you a good view of what
is going on in this expanding and intriguing field.
Happy reading,
Gustav Bergman
Editor-in-chief Lean Magazine
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*VUCA, an acronym describing the
Volatility, Uncertainty, Complexity
and Ambiguity of the modern world

From

Predict-and-Plan
to

Sense-and-Respond
A state-of-the-art view
on Agile leadership
✏ By Gustav Bergman

Michael Hamman is a coach and mentor in the Agile
space, was a Principal with Agile Coaching Institute, and
is co-founder of the Agile Leadership Institute. For the
past 16+ years, he has helped individuals and companies
upgrade their inner capacity to meet the ever-increasing
complexity of today’s world. Clients have included Capital
One, Dell Computer, General Electric, Capital Group, and
Bank of America.

4
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When Michael Hamman started working with Agile coaching in a corporate environment 15 years ago, he quickly realized two things. Firstly, that the
success of the transition depends on the leaders’ willingness to change their own
mindset and ways-of-working. Secondly, that he – as a coach – must develop his
own ability to read the staff and understand the environment in order to serve the
organization in the best way.

“It was in light of this realization that the term
“Sense-and-Respond” leadership began to take root
in my thinking and in the language I was using,”
Hamman says. “It became apparent that the very
paradigm shift we were calling for in teams and in
organizations, was the same shift that we – as leaders
or coaches – needed to go through within ourselves.”
Michael Hamman describes Sense-and-Respond
leadership as the leaderful capacity of individuals to
sense acutely and to respond gracefully, in the midst
of complexity and ambiguity. This should be manifested throughout an organization to create outcomes that are congruent with its deep purpose and
mission.
“The word ‘catalyze’ is key here,” says Hamman.
“What we’re talking about is a leadership not so
much of acting and doing, or of directing and telling,
but of sensemaking and relating. It is a leadership
which rests on our ability – individually or collectively – to take complex and ambiguous situations
which surprise and confuse us, and to make sense
of them in ways which help us, and others, navigate that complexity, ambiguity, and confusion. Just
as importantly, it is a leadership that rests on our
ability to forge relationships and relational activity
in which similar sensemaking capacity gets generated collectively.”
Sense-and-Respond leadership, as Hamman
articulates it, is built on four grounding principles
– see fact box. Here, it is essential to understand that
Sense-and-Respond leadership is an inner capability
(cognitive, psychological, emotional) and not merely
an attitude – not even a ‘mindset’!
It is no secret that organizations today face unprecedented levels of unpredictability, uncertainty, rapid
change, and ambiguity. >>
“Actually, what we face is nothing less than a para
digmatic shift in how the world works,” says Hamman. “Consequently, the old mental model we hold
of leadership – as the ones ‘at the top’, the ones who
‘go first’, the ones who tell and direct others what
do to – can’t work within the new world in which
we find ourselves.”
5

Accordingly, our new world calls for a new model
of leadership (see above).
“We need to shift how we think about and exercise leadership. This is because the VUCA (volatility,
unpredictability, complexity and ambiguity) world
of today requires a degree of organizational adaptability that can only be attained when the entire
system – not just those at the top – is in a state of
readiness,” says Hamman.
According to Michael Hamman, Sense-and-
Respond leadership begins with an intention for
what it wants to see in the world. It bears little
attachment, however, to how that intention could
be realized or even, ultimately, what it might look
like in actuality. “Such an intention is grounded in
a deep sense of purpose – a deep alignment with a
desired future – whose realization in actuality is far
from certain, though it is a future to which one commits one’s very life,” he says. “Standing in that place
of intention and deep purpose, Sense-and-Respond
leadership is one which is able to flex and flow with
whatever happens, letting go of any attachment to
how things should be. At the same time, it is acting
at every moment in ways which align it with that
intention and with the deeper purpose by which
that intention is informed – and from which it gets
its spiritual energy!”
In this way, a Sense-and-Respond leadership
adapts to whatever happens while at the same time
holding to its intention. This ability to both adapt
and to hold an intention requires a different order
of mind.
“For this reason, a key force in the growing of
Sense-and-Respond leadership is a commitment to
one’s own inner growth and development – a commitment to ongoingly realize one’s own inner limits
and to grow beyond those limits,” Hamman says. “In
this regard, one’s relationship to one’s intention is
one which sees reality and intention as co-emerging together. It is a shift in how to relate to a future:
from that which is already known (and hence, to
some degree at least, fixed) to one which itself is
ever-emergent.” n
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Four principles of Sense-and-Respond leadership
Principle 1: Leadership
is not solely an individual phenomenon

We tend to associate leadership with the positioned
role of the organizational manager. But it is actually an everywhere phenomenon – a collectively
held, systemic one. We
are all called upon to lead
at some moment and in
some way, as the notion
of leadership which happens only at the top can’t
possibly address the demands of a VUCA world.
Therefore, we need to
have a way of thinking
about leadership that applies to anyone, regardless
of position or role in an organization.

Principle 2: Agile leadership constitutes a
form of inner agility

As such, we must grow
it from the inside out in
order to grow deep and
sustainable leadership
agility. We must grow it
from the level of individual consciousness out and
through the level of inter
personal engagement and
relationship. And then –
and only then – further
outward into the organizational territory, more
broadly.

”

Principle 3: Interpersonal relationships
are the fundamental
quanta of organizational phenomena

It is not individual behavior or organizational
structures. Skillful practice within relationships
and within relationship
systems is central to effective Agile leadership,
and also to broader organizational agility in a more
general way.

Principle 4: Organizational agility is necessarily an emergent
systemic condition

Its emergence cannot be
directed or strategically
managed from above. Instead, this can only happen through the ongoing
design of minimal rules,
structures, roles, and orienting ideas. These act, all
at once, as systemic attractors and stimulators
to the emerging organization.

To take complex and ambiguous situations which surprise and confuse
us, and to make sense of them in ways
which help us, and others, navigate that
complexity, ambiguity, and confusion.

”

A new model of leadership
The old one …

The new one …

… was primarily associated with positional
leadership within an organizational system.

… arises anywhere and everywhere a moment of leadership is
called upon.

… was evidenced primarily in terms of what
people do, by how they behave and how they
act.

… is evidenced in terms of who people are able to be – by the cognitive and psychological complexity with which they are able to
make sense of the ever-increasingly VUCA situations in which they
find themselves, and by the skillfulness they are able to bring to
bear within and upon those very situations.

… was solely an individual phenomenon

… arises as much in relationship as it does individually.

6
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Switching to Agile leadership
– a three step process



Make clear that you cannot “manage”
change, you can only catalyze transformation.

You cannot “change” an organization to become
more agile; nor can you “change” a leadership culture to one that is more agile. “Change” – of anything – pertains to complicated things, like automobiles and computers, not to complex things,
like human systems. What you can do is to catalyze transformation. “Transformation” refers to
a kind of change that applies to whole systems.
It recognizes that human systems are inherently complex – not complicated – and that you can’t
really change one or two things in a complex system without affecting an unknown number of other things in that system. Consequently, you can
never predict in advance exactly what you will get
when you change any aspect of a human system.
But you can know if you are moving in the right direction, if you – and others – are clear about, and
aligned around, your purpose and intention.

Such an approach to organizational change
calls for a different approach from managers:
from managing by coordinating, telling, mandating or even motivating – to designing environments which serve to cultivate the emergence of
new capabilities.



Educate yourself

Learn more about human development, systems
thinking, complex adaptive thinking and anything
else related to growing your appreciation and sophistication in knowledge arenas related to the inner dimension of organizational life. You no doubt
have a strong grounding in the engineering and
management sciences which inform how you
manage the outer aspects of organizational life –
the operational and business delivery aspects of
Agile and Lean. As a manager working in the face
of 21st century challenges and complexity, you
need to balance your knowledge and skillfulness in
the engineering and management sciences with a
knowledge and skillfulness in the human sciences.



Develop yourself

Find a coach or mentor who will challenge you
to look at yourself more deeply, to pay attention
to the ways in which you make meaning of challenging situations, and how you might grow the
complexity of that meaning-making in order to
more capably meet those challenges. Create for
yourself a deliberately developmental relationship system – which could be your leadership
team, for instance – whose members are committed to their own inner development as well as
that of the others around them.

7
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BOSSA
nova
– how to lead in
a VUCA world
✏ By Gustav Bergman

How do you achieve business success
in a world which is VUCA – volatile,
uncertain, complex and ambiguous?
The answer may be BOSSA nova – a
framework developed by Jutta Eckstein, independent Agile coach, and
her colleague John Buck. >>>

8
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T

he VUCA world provides
a huge challenge for companies. A lot of what has
worked in the past, seems
not to work anymore. Thus,
companies are asked to be agile – in the
literal sense flexible, adaptive, responsive, fast, and nimble. Yet, it is unclear
what this means. The problem is also
that most agile scaling frameworks are
still quite focussed on software development, and don’t provide much help
for corporations that want to be agile
at an organizational level.
Jutta Eckstein is an independent
Agile coach from Germany and trainer
with a long experience of agile transitions. In recent years she has started
to receive proposals to implement agile
principles, not only in IT departments,
but at all levels in companies. However,
she came to realize that using existing
agile frameworks for all parts of corporations was like looking at the whole
organization as a set of nails, and using

e.g. Scrum as a hammer. So together with her colleague John Buck, who
has a background in sociology and is
a Certified Sociocratic Organizational Consultant, she decided to develop
a new approach that was more adapted to all parts, including Finance, HR
and the Board.
Developing a new framework
In order to create their new company-
wide framework, Jutta and John started
by going back to the core values of agile
methodology in the Agile Manifesto.
“At first we looked at the agile values in the Agile Manifesto, and we
examined what these values mean for
company-wide agility. We came to the
conclusion that we needed to provide
a translation for those given values,
because the original values are founded in software. Yet, at the same time we
didn’t want to create a new manifesto.
So now we offer the following translation:>>

Jutta on how Open Space
is used in BOSSA nova:

”First of all, we think it is a good idea to use Open Space as a facilitation technique whenever a bigger challenge
is faced or something new is started. For example, if a new product development is started, using a classical
Open Space is a great means to kick off this undertaking and clarify everything necessary.
Secondly, based on the core concept of Open Space – inviting people to follow their passion – BOSSA nova
uses Open Space as well as a strategy. This means, as a company you keep the “space” open at all times or
rather every employee is invited to suggest a new product or feature at any time.”

9
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èIndividuals and interactions over
processes and tools: The underlying value that is also applicable
company-wide is self-organization.
èWorking software over comprehensive documentation: The core idea of
this statement is that documentation doesn’t necessarily tell the truth,
but a working system can’t lie. So the
core value is transparency.
èCustomer collaboration over contract negotiation: This is pretty
straight forward – company-wide
it means constant customer focus,
so that all work is aligned to what’s
important for the customer.
èResponding to change over following a plan: This value relates to taking feedback seriously and therefore
to continuous learning.”
Another part of their approach was
that they did not want to reinvent the
wheel again, so they studied all the
methods and frameworks that were
already on the market in order to find
those that were most suitable.
After going through a long set of
methodologies and cases at different
organizations they ended up with four
elements that covered their needs:
•
•
•
•

Agile – processes
Beyond Budgeting – strategy
Sociocracy – structure
Open Space – people

Jutta Eckstein works as an
independent coach, consultant, and trainer. She has
helped many teams and organizations worldwide to
make an Agile transition, and
has earlier written several
other books on Agile, including: Agile Software Develop-

These four elements formed the acronym BOSSA (B, from Beyond Budgeting, OS from Open Space, S from Socio
cracy, and A, from Agile.) And because
it was new, it was natural to add “nova”.
How should BOSSA nova be
implemented ?
When we ask Jutta how they think their
framework should be used, she answers
that when you implement BOSSA
nova you should be open to probes.
“The only possibility you have in a
world that is changing all the time, is to
try something and then see if this trial
gets you anywhere closer to where you
want to be. A probe is this kind of trial
in a safe way. It is safe because it comes
with a context (describing your actual
situation), the hypothesis (defining the
outcome you are aiming for), and one
or several experiments that will prove
or disprove the hypothesis.
BOSSA nova provides proven
probes, defined by a background context, a hypothesis and one or several
safe experiments. In the book we offer
23 of these probes, yet the number of
existing probes goes up daily. So as
well as implementing the probes that
are suggested in the book, companies
can also learn from their peers, and they
can explore new probes themselves – yet
all in the context of BOSSA nova.” n

ment in the Large: Diving into
the Deep, Agile Software Development with Distributed
Teams, Retrospectives for Organizational Change: An Agile
Approach, and Diving for Hidden Treasures: Uncovering the
Cost of Delay in Your Project
Portfolio.
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Jutta Eckstein’s and John
Buck’s book Company-
wide Agility with Beyond
Budgeting, Open Space
& Sociocracy: Survive &
Thrive on Disruption can
be ordered from its own
website:
www.agilebossanova.com

Jutta Eckstein
explaining
Beyond
Budgeting
”Different than the name suggests –
Beyond Budgeting is not only about budgeting. It is rather about beyond a command & control management style
toward a management model that is more empowered
and adaptive. However, because the budget has great influence on management – changing budgeting is a precondition for changing the style of management.
It’s not obvious to everyone, but budgeting indeed tries
to fulfill three different purposes:
« What would we like to achieve?
– The target.
« What do we think will happen?
– The forecast.
« Where will we spend the money?
– The (financial) resource allocation.

What do we think will happen?

« Relative targets: avoid fixed, absolute targets
« Rolling forecast: The world is changing too fast, so
analyzing a year in advance what we think will happen
will be outdated the moment we publish it. So what
we need to do instead is to look regularly at the forecast and decide if any adjustments are necessary

What would we like to achieve?
Once management understands these different purposes it is possible to act on them in different ways and give
up fixing the budget annually. Fixing the budget annually
leads to inflexibility in development but also in management. So what’s needed instead is:

Where will we spend the money?

« Dynamic resource allocation: This is typically a direct
result of a change in the forecast. So whenever we
realize that things seem to change, then we should
also consider investing differently.”
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Jutta explaining
the concept of Sociocracy
”Where democracy means ruling by the masses (in greek: demos), sociocracy
refers to ruling by the associates (in greek: socios). So sociocracy is in one way
democracy for companies, because in a company the people have an association
with each other. Sociocracy consists of four principles:
Circles as semi-autonomous units: The circles – comparable to teams – are
the means by which the company is governed. And as in Agile, these circles
are self-organized.
Shared decisions based on consent: All policy decisions are governed by consent decision-making. Consent decision-making sounds a like consensus, with
the difference that it doesn’t ask for agreement but for acceptance. Thus, the
decision does not have to be the preference of the people involved, but rather the people must see that this decision does not put their joint goals at risk.
Double linking: Every level of the hierarchy elects a representative who will
support that level one level higher up. And because at all levels of a hierarchy
decisions are made based on consent, the representative is equivalent to the
appointed manager.
Electing people to functions and task: In order to make use of the full potential of everyone, all functions and task positions are staffed through election.
Also here, typically a timestamp makes it easier to stay flexible.”
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It’s time to step up and take responsibility
”
for change, in a way where you show what you
can really do for the organization.
”

Pia-Maria
Thorén

– a pioneer in Agile HR
✏ Interviewed by Olle Bergman
She may have been the first person
in the world to connect the concepts
Agile and HR. Now it is becoming clear that Pia-Maria Thorén of
Stockholm-based GreenBullet was
the trailblazer of a global movement.
Pia-Maria Thorén is as multi-professional as they come – she usually
describes herself as a hybrid between
HR, IT, Finance and Management.
Being the Inspiration Director at the
Agile consulting company GreenBullet, Thorén not only has a busy time
serving her clients. She is also, as she

has become a major influencer in the
areas of Agile HR, leadership and
motivation, a popular invited guest at
conferences and participates in numerous interviews in podcasts and blogs.
In a personal, informal way – Scandinavian-style – she makes it very clear
that leadership in the global industry
needs to change.
Hi Pia-Maria! Have you ever felt that
you established yourself too early in
this field?
“Oh yes! We are still in the early days of
Agile HR but I have been running >>
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Pia-Maria is the founder
and owner of GreenBullet,
and specializes in Agile HR,
Agile leadership and motivation. She has worked as
a consultant with many of
Sweden’s largest companies, helping them to implement HR processes and
solutions, always spiced
with an Agile mindset.

Photo: Frida Rönnholm
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1
2
3

Implementing Agile HR in an
organization – the first three steps
Create awareness around the need to create a more agile organization (by e.g. a
training programme).
Start with yourselves and pilot the agile tools, methods, models, mindset, principles, and value structure within HR (or other departments). Here you should get
help from an Agile People Coach, as it’s very hard to do it alone.
Learn from and co-create with IT and the Business. Involve them in the value
creation process, experiment and learn continuously!
Soon you will have a learning organization that has the ability to change when
change is needed and to be more resilient and competitive in tough times.

my course since 2010, so maybe eight
years too soon! Now finally the world
is catching up, but there is still a long
way to go before all HR people wake
up and realize the need and what to
do about it.”
In March 2018, Harvard Business
Review published the article “HR
Goes Agile”. What was the significance of this, in your opinion?
“The article as such was not very mindblowing or fantastic in my opinion. But
it did help to create a broader awareness around a topic that most people
had not paid any particular attention
to until the article came out. And it
was probably because it was published
in HBR that it drew a lot of attention. I saw a change in the incoming
flow of contact requests and emails as
a result of that article, although I had
been preaching the same message for
eight years already. So the effect was
that people suddenly realized that to
be able to have a truly agile company,
you need to have both HR and leaders
on board with the Agile value system
so that they can adapt their work and
processes accordingly.”
Are we entering a global crisis for traditional business management?
“Oh yes! Traditional management
– the controlling and micromanag-

ing kind – played out its role a long
time ago. But regardless of that, companies have been holding on to the
old ways of managing and organizing
things. We have now reached a point
in most companies where it’s no longer possible to manage in traditional
ways. Accordingly, the servant leadership, agile leadership, transformational
leadership or whatever you choose to
call it becomes a must. This is because
we need to tap into our co-workers’
motives and passion and engage to get
the most performance and dedication
out of them.”
“As a matter of fact, a paradigm shift
is happening right now. We see large
organizations trying to move to more
agile ways of working. Their continued
success can only be ensured if the complexity within the organization manages to match the complexity of the
external world. The companies who fail
to achieve this shift will slowly fade
away and die as there will be other,
more fast-moving companies who will
take their place.”
Please explain the key role of HR
when businesses are entering an agile
transformation process.
“I always say that there is one functional department in most large organizations that can affect all of the other departments at the same time: >>
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What central group HR
controls in most large
companies:
« Leadership programs
and development
« Change management
« Organizational
development
« Employee engagement
and retention
« People development
and learning
« Reward strategy
and bonus systems
« Talent acquisition
« Long term workforce
management

central group HR. All the areas which
it controls (see page 16) cut through the
whole organization. They constitute
the processes that can support or stop
the change to a more agile future. And
it all depends on how we work with
these processes and programs. Either
you can develop them in a way that will
limit performance and engagement, or
you can choose another, more agile way
of working with these areas, where you
optimize performance and employee
satisfaction.”
“HR has been struggling lately
with criticism of being some kind of
organizational police whose processes, though designed to improve performance and engagement, are actually counter-productive and have the
opposite effect of hindering performance and engagement. And I believe
that this needs to change. HR has been
sitting in the backseat for too long now.
It’s time to step up and take responsibility for change, in a way where you

show what you can really do for the
organization.
It’s all about the people, the relationships and the system in which the
people live and work. If we provide
people with the right conditions, they
will take care of the rest.”
Please explain the importance of the
IT/HR cooperation.
“These two groups have a lot to learn
from each other and increasing collaboration will bring great value to both
parties and therefore also to the end
customer (the business). IT is good at
automating stuff and HR is good at
understanding people, so ideally the
scrum masters should report to HR.
When Agile is brought to the larger
organization, it does not make sense
for scrum masters to report to the
CIO. HR can learn Agile from IT,
and IT can learn about people from
HR – so starting to work cross-functionally is the best advice!” n

Pia-Maria Thorén on the main differences
between traditional and Agile HR processes
There are two perspectives on Agile HR:
1. HR internal methods and ways of working (HOW
should HR work?). Here we see more cross-functional
work and using Agile tools such as Scrum and Kanban.
Including customers (i.e. managers and employees) in the
delivery process is key.
When traditional HR departments work in silos, the Agile
HR department work together and the focus is on delivering value to customers in cross-functional teams.
2. HR deliverables (WHAT should HR deliver to(gether with) the business). The programs, coaching, ways of
working etc. should be agile in themselves. This means
that no one-size-fits-all control processes are delivered anymore. Instead the deliverables support flexibility,
adaptability and speed.
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3
Thinking it’s about
frameworks and models, when it’s all about
culture and values.

typical mistakes

Underestimating the time
and solidness it takes and
expecting miracles in 3 or
6 months.

Performing
mass-training but not
doing (and learning
from this doing).
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Dare to be a
leader who
shapes new
leaders!

✏ By Olle Bergman

When an
organization adopts
Agile methodology the
leaders need to transform
and change their behavior.
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Change your mindset
with Scanias Servant
Leadership Manifesto.
Agile strategies and ways-ofworking are becoming increasingly important at the automotive manufacturer Scania – one
of Sweden’s largest companies.
Recently, a Servant Leadership
Manifesto was formulated to
serve as a platform for further
development. Lean Magazine
approached Scania IT managers
Dick Lyhammar and Erik Hultgren to learn more about it. >>

“

Central
authority is
challenged
by people’s
behaviour in
real life.

Specializing in trucks and special
vehicles, Volkswagen-owned Scania
is a major global player in its business
area. Their headquarters – including
IT, R&D and major manufacturing
facilities – is situated in Södertälje,
south of Stockholm. Together with
Södertälje’s other major corporation,
the pharmaceutical company AstraZeneca, Scania has been at the forefront for many years when it comes to
the implementation of lean philosophy
and methodology.
As is often the case, Agile ideas were
planted in the company by its software
and IT staff. During the last 2–3 years,
the company has focussed more and
more on adopting Agile in its strategies and way of working. Today there

is one central improvement office with
Agile coaches who coach both IT
and business – everything from Agile
basics to facilitating a design sprint.
Hi Dick and Erik! Why do you think
Scania is a fertile environment for
Agile ideas?
“We have a strong customer and business focus, there is a culture of continuous improvement and the level of
hierarchy is lower than in many similar companies. There is also a cultural element of autonomy, allowing the
different parts of the organization to
take responsibility for their own results
and to make their own decisions. We
still have a long way to go but we are
making good progress!” >>
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”

A great challenge for managers when implementing Agile
is to cut the strings to their
employees, and rather than tell
them HOW to do things to instead motivate them through
WHY and WHAT.

Scania's Servant Leadership Manifesto
Stop:

Start:

Don’t control, micromanage and
tell people HOW.

Ü

Don’t let goals and decisions be
set by managers only.

Ü Let goals be set by individuals

Don’t draw up detailed and
specific requirements, based on
assumptions.

Ü Set up business objectives and key

Don’t use e-mail as the sole
communication channel.

Ü Interact face-to-face.

Don’t control the people.

Ü Start loving the people.

Don’t kill ideas.

Ü Embrace and love ideas.

Don’t keep information secret.

Ü Promote transparency and make

Direct and motivate through WHY
and WHAT.

and teams. Involve everyone in
decision-making.

results based on prototyping and
experimentation.

information available.

Please tell us about the Servant
Leadership Manifesto – why and how
it was created!
“The IT management team at Scania
announced a project to examine the
question of leadership within IT.
Everyone who wanted to could apply
to be part of an improvement group by
submitting their ideas of what future
leadership might be. The management
team then, anonymously, selected a
team of 7 members. Erik was part of
that team and they conducted surveys
and looked at how other companies
were working. From that group the
Servant Leadership focus was born.
After several workshops together with
the management team the manifesto was created as a first definition of

what we mean by Servant Leadership
at Scania!”
What have you learnt during the process?
“Adopting Agile into an organization also puts demands on the leadership. In many ways the leaders need to
transform and change their behaviour.
This is a change process that takes time
and can also create uncertainties. One
good thing was to self-organize the
team around the leadership improvement activity!”
Which part(s) of the manifesto are the
trickiest ones to explain and implement?
“Moving from telling people >>
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HOW to do things to instead motivating them through WHY and WHAT.
To increase awareness we are now conducting a survey where all employees
can rate their managers for all statements in the manifesto. The managers
will also do a self-assessment to find
differences and areas for improvement.”
Scania has a strong Lean Manufacturing culture. Has this been a help
when introducing Agile ways-ofworking at Scania?
“The advantage of a Lean culture as
a background is that there are many
values that are shared between Lean
and Agile. For instance that it is the
people who are actually doing the
work who should make decisions and
improve processes, and also that both
approaches are flow-oriented. Both
cultures often tend to use Kanban or
similar as business development, visualization is a method that is often used,
and both cultures also emphasize that
customer focus is essential.
A typical difference that creates challenges is that Lean and Agile solve different situations: Lean is beneficial
when you want to increase efficiency in
a repeatable environment. Agile is beneficial when you want to handle huge
uncertainty in a very complex environment.The leadership challenges are different: often Lean is applied where peo-

Don’t control, micromanage and
tell people HOW.

ple have less education and work with
similar tasks over time while Agile is
applied where people have a lot of education and work with different tasks
over time. In the former a bit more classical leadership and a hierarchy probably
work quite well but in the latter even less
classical leadership with a lower level of
hierarchy can be needed. ”
Allow yourselves to speculate: how
will Agile ideas help Scania meet the
challenges and opportunities of the
future?
“We live in a world that is changing ever faster and faster. The level of
complexity is higher than it has ever
been. Central authority is challenged
by people’s behaviour in real life. A
company can not rely on its old business models or products but has to be
prepared to meet the future with excellent services that meet the true needs of
its customers. To be able to handle this
service development in the fast changing complex world, Agile ideas are key.
In almost all the services that we
create, software is a core part. We need
to have principles and a mindset that
help us get quick feedback on what
we develop. We also need to deliver
business value much faster. We need to
recruit different types of competences.
Agile will hopefully help us in all of
these areas and also many others.” n

Direct and motivate through
WHY and WHAT.
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Erik Hultgren, Senior
Manager at Service Delivery within Scania IT, has
an MSc in Information
Technology and a BEc
from Uppsala University.

Dick Lyhammar, Department Manager for
Product Development
in Scania, has an MSc in
Mechanical Engineering
from KTH, Stockholm.
In their free time, Lyhammar and Hultgren host
an Agile podcast: Agilpodden. They have just
finished their first book
called Agile for business.

EVERYTHING DiSC
– a tool of the trade

In people-centered working environments, different kinds of personality
assessment tools are becoming increasingly popular. The evidence-based
Everything DiSC is one of the most versatile and can be extremely helpful
during a corporate-wide Agile transformation.
“We are eager to show our customers that Everything
DiSC is a valid and useful assessment tool which
makes Agile transformation easier,” says Johan Lindblom, managing director of Softhouse Småland.
As an experienced leader in the software industry, Lindblom has seen Everything DiSC prove its
value again and again.
”I have had the opportunity to see it in use in several companies – for example, I know it is very popular
with one of the major IT players in Sweden. During
my years as manager, a large number of my co-workers
have taken the test. I have always been very happy with
the performance of Everything DiSC.”

Johan Lindblom thinks that the concept of Agile
leadership can benefit a lot from the use of assessment tools.
”To lead others in an Agile organization, you
have to understand yourself and your communication skills. What are your strengths
and weaknesses? How well do you
understand other people, and how
well do they understand you? Not
only does this make the daily business in the workplace easier – it
also helps HR to put the right people in the right place.”

Know thyself
– know thy co-workers
✏ By Johan Lindblom, Managing Director, Softhouse Småland
Everything DISC is a personality assessment tool which can
help you understand yourself and
others. At workplace-level, it also
makes it simpler for HR and leaders to place the right people in the
right position.
It all started with the researchbased DISC theory by the Ameri
can psychologist William Moulton Marston (see page 25). His
model centers on four different

personality traits: Dominance,
Influence, Steadiness, and Conscientiousness (hence the initials
D-I-S-C!). From this a behavior assessment tool was created
which eventually developed into
the tool we want to describe here:
Everything DiSC.
Everything DiSC is a modern,
research-based personality assessment tool which helps you under22 SOFTHOUSE | LEAN MAGAZINE

stand yourself and others. Apart
from being a good tool for personal development by evaluating
and training your own behaviors,
it can also make it easier for you to
communicate more effectively with
others. In addition, the tool may be
used for different workplace-related purposes such as team coaching, leadership development, conflict management, sales training,
and customer support. >>

Everything DiSC describes
people’s behaviors along two
scales: Extrovert vs Introvert and
task-oriented vs people-oriented.
Every personality is a blend of
all four DiSC styles, but usually one, two, or sometimes even
three styles stand out. Since
each person has a unique behavioral profile, people are walking
around all over the world with
different styles and priorities. It
is worth noting that Everything
DiSC is normalized for the different markets it exists in, since
culture and history vary in different locations.
The different styles
People associated with the Dominant style are characterized by
strength and authority; they like
challenges and straight answers
and appreciate freedom from
direct control and rules. It is
important for them to see opportunities for individual success.
People associated with the
Influencer style want popularity,
like to get attention and to be in

the centre of events. They thrive
from positive feedback and from
working in groups. In general,
they value positive relations and
freedom from control and details.
People associated with the
Steadiness style want honest
appreciation and cooperation.
They are most comfortable when
they are familiar with the tasks
and methods before them. Overall, they value safety, comfort, and
often need some extra time while
learning new things.
People associated with the
Conscientiousness style want to
be correct and right and in control over the situation. They value
safety and security and appreciate
support from authority, including
written material such as reference
books. Details are important for
this style.
These four main functions are
combined with twelve behavior
styles that are the foundation of
an extremely nuanced description
of the person.
The main purpose for using the
tool is to understand the way you

communicate with others and to
point out why people react the
way they do to your ideas, decisions and priorities.
In order to get people to follow you and to get buy-in to your
ideas, you need to anchor the
decisions differently depending
on the person you are communicating with. For example, selling
an idea to a D style needs short
and strong messages as details
are not wanted here. The C style
on the other hand can never get
enough of those details. This gives
a shared language and concepts at
a company, which facilitates and
helps communication and building strong relations.
Several existing DISC tests
have been developed, but the
Everything DiSC stands out as
the best on the market. They all
use different colors and they will
never be synchronized. The most
commonly used ones are Workplace, Management, Work of
Leaders, and Sales. n

Everything DISC contains various diagrams with different colors and shades that describe distinct aspects of a person's personality.
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Dr William Moulton Marston
Dr William Moulton Marston, born in 1893, was an
American psychologist. He was more interested in
how normal people behaved, rather than studying
and treating deviations. This led to the creation of the
book Emotions of Normal People 1926. It describes
four types of personality: Dominance, Influence,
Submissive and Compliant. According to Moulton
Marston, we all have psychological motives for our
actions, but their nature and strength differ.
Moulton Marston’s work was developed by other psychologists, and eventually the DiSC concept
emerged. The intellectual rights are today owned by

Cover illustration by Bernard
Sachs from Wonder Woman
#53, 1952.

Wiley and Sons, the world’s largest publisher and
distributor of academic literature. The research leader for the profiles today is PhD Mark Scullard.
A man of many talents
The story of Dr. Marston doesn’t end with the DISC
theory. He is also famous for inventing the polygraph
machine (or lie detector) and was also involved in
comics – creating the Wonder Woman character for
DC Comics (sic). Read more at:
bit.ly/William-Marston

The
foundations
of successful
leadership
✏ By Peter Forsman & Ann-Sofie Gustafsson, co-founders, Move Management

W

hat is agile leadership? The
word agile means having the
ability to move quickly and
easily. Even though strategic thinking
is important for business success, we
would stress that speed is paramount
to business success. An agile leader has the ability to quickly adapt to
situations as they come along; to lead
effectively in the present moment and
a willingness to quickly let go of what

is not working and instead try something different. Furthermore, an agile
leader recognizes that people are different. For example, communicating
with an agile mindset means communicating with and recognizing people
differently, based on their personalities
and preferences. There is no such thing
as a one-size-fits-all communication
model, and an agile leader recognizes this. >>>
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”… really see each and every
individual; taking an honest
interest in who they are and
what makes them tick
– even to love them”
Does the concept of agile leadership
mean that “old” leadership principles
are obsolete? No … research reveals
a number of basic timeless leadership principles that apply to all leaders, regardless of whether you work in
a non-profit organization or a global
multi-billion-dollar company.
You make a difference
You are the most important leader for
your nearest subordinates in the organization. And you have a much bigger impact on your co-workers’ results
than the chief executive has.
Regardless of your position in the
hierarchy you have to take responsibility for the quality of the leadership
that your co-workers experience. But
remember that no one can make you a
leader, you yourself have to take the first
step and be prepared to act so that others
want to follow. Show the way by being
a role model and inspire to a common
vision and make it possible for others
to act on that vision. To practice what
you preach also means having the guts
to admit when you make mistakes. Your
words are only as good as your actions.
Why should people follow you in the
first place?
Many studies have shown that a leader’s credibility is crucial for people if

they are to give you their time, energy, commitment and support. Only
a credible leader engages people and
only engagement can build and give
new life to an organization. Leadership is a relationship between those
who want to lead and those who
want to follow. Credibility means
doing what you say you are going to
do. Credible leaders listen, not only to
her own ambitions but also to others’
needs and wishes. They are quite simply trustworthy.
What does it mean to be trustworthy?
Trust is earned by showing others that
you have both the character (honesty
and integrity) and the ability (competence and expertise) to do your job
and take care of them. Research shows
four distinctive behaviors that have an
impact on whether others perceive you
as being trustworthy: You behave predictably and consistently, you communicate clearly, you take promises seriously,
and you are sincere and straightforward.
Painting a picture of a better future
As a leader, you have to focus more on
the future than others, as the vision is
every organization’s lifeblood. It gives
meaning to the daily challenges and
setbacks we face. >>>
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In their greatly renowned book The Truth
about Leadership, James
M. Kouzes and Barry
Z. Posner reveal ten
time-tested truths that
show what every leader must know, the questions they must be prepared to answer, and the
real-world issues they will
likely face.
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The essence of leadership is painting a picture of a better future. This
involves having an optimistic view
of the present moment as well as the
future. Only a positive leader can make
a positive difference. But you cannot
make it alone. Leadership is a shared
responsibility. You need others and
others need you.

co-workers, the products or services
that their company provides, and last,
but not least, those who use the services or products. Show that you care,
pay attention to people, tell success stories that make people feel special and
important. You are an important link
to creating the emotional energy that is
needed to make others successful.

Becoming extraordinary
The one thing that sets experts apart
from those who are just “good” is the
number of training hours. You have to
work and train consciously at learning
new things to become extraordinary,
and that applies to a leader as well.
And nobody has ever been extraordinary by keeping things the way they
are. As a leader, you need to accept the
challenge and take responsibility for
change. You need to be able to deal
with setbacks and get back up on your
feet after mistakes. To fail is one of the
most important lessons you can learn.

Bringing it together
As stated in the beginning of this
text the word agile means having the
ability to move quickly and easily and
according to James Kouzes and Professor Barry Posner leadership is a
meaningful relationship with a group
of people. Since it is meaningful it
enables you to work more efficiently
together towards a common goal. If
you as a leader combine the ability to
move quickly with the ability to build
solid meaningful relationships, you
will become a better leader. Being this
type of leader requires self-awareness,
the ability to be authentic, build trust,
and really see each and every individual; taking an honest interest
in who they are and what
makes them tick – even to
love them. n

Lead with your heart
Great leaders lead with their
hearts. They really care
about their company
or organization, their
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Ann-Sofie Gustafsson
For more than 20 years
Ann-Sofie has developed management teams
in county councils and
companies like Ericsson,
Prevas, Saab, Swedbank,
and ÅF.

Peter Forsman
Since 1997 Peter has
trained county council
doctors in leadership
as well as developed
management teams at
AstraZeneca, Ericsson,
PEAB and SAS.

Take me to
your leader – Not
✏ By Jim Coplien

M

any of us remember playing “follow
the leader” when we were children. It
was an exercise in attentiveness and
in being able to react and follow quickly in
what we might whimsically call an agile way.
Any lapse in mimicry earns you expulsion
from the game. Everyone wants eventually
to be the leader because there is no accountability: you don’t have to be attentive, and the
leader is never kicked out of the game. And we
have the idiomatic “Take me to your leader”
that conjures up a momentous encounter
between an alien arrival and the One who
speaks for the indigenous population. >>>
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Children’s games teach us adult behavior. In
ancient Greece, games served to teach children adult
role models; beyond games, the more noble mores
of play (such as word play) were reserved to adult
intellectuals. And so it is with us. As children we
learned to associate leadership with unaccountable
power and we got Pavlovian strokes for compliance.
Leadership taps deep into human mythologems –
crystalized bits of deep human nature that play out
in our shared beliefs and stories.
As we matured as individuals – or as a society – we
learned that good leaders are not despots, but that
we should view them as visionaries or as people on
a mission (substituting one set of mythologems for
another). We learned that they empower their people
to a clear vision. Those who explored leadership more
deeply would encounter sober discussions about the
difference between management and leadership and
a few other words whose new meanings we humbly
accepted – ostensibly from those who were leading
us to believe them. The term manager became dis-

placed by the phrase leadership position, as though it
were the position itself that carried leadership attributes. The whole thing became a mess. (This may be
forgivable, since the English term manage traces its
etymology to a French phrase that conjures up the
image of leading horses.)
Yet studies by Charles Heckscher at GM, Pitney-
Bowes, Honeywell, and DuPont suggest that empowerment leads to a breakdown of communication and
to detached teams. It smacks of us-and-them, and
Agile minimizes us-and-them structure. Avoiding
the tyranny of management like the plague, Agile
folks cling to leadership. Every society yearns a king.
My late friend Jerry Weinberg took what I believe
is a more enlightened perspective, and one more suitable to Agile. He muses that it’s less useful to view
a leader as a person than as a mantle that moves
dynamically from person to person suitable to need.
A leader is just someone who has followers. At some
time during any endeavor, just about everyone will
have had a good idea which the others find worth

”At some time during any endeavor, just
about everyone will have had a good idea
which the others find worth following either in practice or in further exploration”
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following either in practice or in further exploration.
Any member who doesn’t have something to add to
get peoples’ attention probably isn’t adding much
to the team: Agile isn’t about many hands making
light work. We instead want diverse insights, crazy
ideas, and lots of eyes looking at the problem so no
stone goes unturned. Individuals are handicapped by
their biases, making them blind to broader options
and possibilities.
We often see the question, “What are the attributes of a good leader?” In Agile, I think that is the
wrong question. What are the attributes of a team
exhibiting good agile leadership qualities?
• The members are great communicators – meaning both good listeners and clear speakers. Communication and activity spread evenly across an organization – no “leader” monopolizes the direction of
the group.
• It is multi-skilled as a whole; if individuals themselves are multi-multi-skilled, so much the better.
• It weaves the creativity of divergent thinking
and concreteness of convergent thinking effectively.
• It works with a high degree of energy, alternating thoughtful deliberation with mind-melds of
building activity.
• It is inclusive, heeding the advice of “outsiders.”
If there is such a thing as an individual with a
leadership identity, it is the person who goes ahead of
the team with their machete and clears the path. In a
famous picture of Edmund Hillary climbing Everest,
it is a sherpa in the lead of the line of climbers. In
Scrum, this is the Scrum Master. Eric Ries tells us:

… [T]he mantra of successful entrepreneurs:
through determination, brilliance, great timing,
and – above all – a great product, you too can
achieve fortune and fame … [T]he story is false,
the product of selection bias and after-the-fact
rationalization …
I have learned from both my own successes and
failures and those of many others that it’s the boring stuff that matters most.
That’s the person who cleans the coffee pot, who
locks up at night, who makes sure the electric bill
is paid. Eric tends to call that management, but it
also fits my vision of a servant leader – the one with
the machete at the head of the pack. Great leadership is powerless.
At the end of the Velocity Game – a Scrum team
simulation – that we run in some of my classes, I
often ask the attendees if any of them were not a
leader at some time during the exercise. The answers
vary. Great teams engage everyone in dynamic problem solving. Some teams actually thrive under the
control of a benevolent despot – but it usually leaves
the team members resentful.
Both lead and follow, a little of each at a time. That
is agile leadership. n
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Jim Coplien is a writer, lecturer and researcher, and a frequent contributor to
Lean Magazine. He held the 2003–4
Vloeberghs Leerstoel at Vrije Universi
teit Brussel and has been a visiting
professor at University of Manchester.

Lost in the storm of Agile
Transformation?

Each point on the Leadership Agility Compass points to
one of these territories, serving as a reminder to attend

adership
Selfle
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Creative
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Ü The larger systemic context surrounding your initiative.
Ü Your initiative’s key stakeholders.
Ü The specific problems and opportunities your initiative
must address for it to be successful.
Ü Yourself as a leader.

Stakeholder A
g
ilit
y

The Leadership Agility Compass is a graphic tool, developed by ChangeWise. It emerged from the five years of
intensive research and writing Bill Joiner did for the book
Leadership Agility (Jossey-Bass 2007).
His research on Leadership Agility found that the most
effective leaders he studied invest time and attention
in four key “territories”. These are the same, regardless
of whether an initiative involves leading organizational
change, or improving team performance:

y
ilit

Try the Leadership
Agility Compass!

y

Context-settin
gA
g

fully to all four. Also the underlying
dynamic of Agility is the same for all four
types: You step back from what you’re focused on, gain a
wider perspective, and then move to put the key insights
from this wider view into action.
The book Leadership Agility can be ordered from all
major online bookstores: amzn.to/lead-agility

Toyota-principles in your garden:

The Lean Farm guide
to growing vegetables
The book “Lean Farm” is the first
of its kind: it describes how to run
a small farm, using Lean ways-ofworking.
In 2011 Ben Hartman of Clay Bottom
Farm in Indiana was approached by
one of his customers who had the idea
that they should try the same Lean
methods at their farm that he used
at his trailer factory. Ben decided to
try Lean farming, and it turned out to
be a tremendous success. A couple of
years later Claybottom Farm managed
to make a larger profit, even though
the owners worked fewer hours on a
smaller growing area.
In 2015 they published their first
book Lean Farm which outlined in general how to run a small farm with Lean
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techniques. Last year this was followed
by a second book, The Lean Farm Guide
to Growing Vegetables, which is a more
in-depth study of Lean techniques for
efficient organic production, such as:
Ü Using Kanban to maximize land use
Ü Germination chambers to reduce
defect muda
Ü “Leaning up” your greenhouse
Ü Lean techniques for pest and weed
control
Ü Heijunka for efficient planning

Read more about the
books on Clay Bottom
Farm’s website:
claybottomfarm.com

Upcoming book by
Michael Hamman:

Evolvagility: Growing an
Agile Leadership Culture
from the Inside-Out
Evolvagility builds on
executive coaching, organizational systems development, and adult development
psychology to describe a new way of upgrading leadership from the inside-out. The
book will be available on Amazon.com, on
Kindle and in print, January 15, 2019.
Pre-order on Amazon will be available
November 30, 2018.

“

When you are
out observing on
the gemba, do something to help them.
If you do, people will
come to expect that
you can help them and
will look forward to
seeing you again on the
gemba.”
Taiichi Ohno

Is there such a thing as
AGILE SCIENCE?
In the world of academic science, very few have
boarded the Agile train so far. Olle Bergman, longtime Lean Magazine editor, has set out to find
and organize the enthusiasts; he is hoping that a
movement will soon form.
“I started my blog in order to explore the intersection
between the two concepts Agile and Science. So
far, it is a slow-cooking stew, but I am convinced that Agile has a place in science –
just give it some time!” says Olle, who is
a very active freelance writer and lecturer in the tech and science field. For
some years, he has been on the lookout for individuals as well as teams
in lab science who are interested in
implementing Agile ideas.
“In global academia, both work-

places and mindsets seem rather disconnected from
modern process thinking as it is applied in global
industry,” he continues. “As a matter of fact, there is a
constant stream of stories about dysfunctional workplaces. Of course there is huge room for improvement
here. Research groups will be more productive and
the working environment less harsh when they start
changing the way they do things, involving everything from work processes to people & culture.”
Olle thinks a special flavor of Agile needs
to be introduced into the science world;
you cannot simply carbon copy the way
it has been applied in software teams
and IT departments.
Read more at the newly started
Agile Science Blog at crastina.se:
crastina.se/agile_science_blog/
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Hannah Cole Tugendraich is People & Culture Manager at Softhouse Öresund with
a background in sales
and personnel.
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Column

hen I was 15 years old I got a job in a clothes shop. Like
many of my peers, I thought fashion was fun and exciting. And, of course, as a shop assistant I would meet lots
of people and be able to talk clothes with them.  
But there was something I couldn’t possibly imagine as, full of joy and
expectancy, I cycled to the store that first morning: namely, that I had just
started an education that would lead me to where I am today. After many
years in the clothing industry, I now work with People & Culture at the
Softhouse office in Malmö, with responsibility for recruiting and personnel.  
Like most people in the IT industry, I have a university education – in
my case in Human Resources Management/Personnel Administration. But
what I apply most in my day-to-day work is actually my experience from
the clothing industry. It really was a context in which you had to think
Agile and customer-oriented, whether it was to do with sales work in the
shop, planning for a new season or the allocation of tasks within the team.  
When I look back, I realize that a successful sales process has much in
common with Agile leadership within a company. Just as Michael Hamman
writes in this issue of Lean Magazine, it is about applying the “sense-andrespond” principle – establishing communication with customers, understanding their wishes and needs, and making sure they leave with a smile
on their faces. I knew that I’d helped them to achieve a feeling of self-satisfaction and that they were ready to meet the world with head held high.  
“Sense-and-respond” has also become an increasingly important principle within recruitment. Today, it is not enough to collect a pile of applications based on a rigid deadline date. Once you start looking for gold
candidates, there is a high risk that they have already been recruited by
other companies. The principle that the best deals disappear fastest applies
to sales in clothing stores as well as to today’s competitive labor market.  
Those of us who work with HR issues have an exciting time ahead.
Agile thinking is expanding out of the IT and development departments
and beginning to permeate the entire company. And, as Pia-Maria Thorén
states in her article, HR activities play a key role in this Agile transformation. In my own workplace we have introduced the alternative concept of People & Culture, because we want to get rid of the boundaries
between organizational issues, human resource management, recruitment
and brand building.  
Good business – whether it’s clothing, IT, pharmaceuticals, the media
or anything else – is ultimately about maintaining focus on one’s values. n

