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Finding your way in

the jungle of
Scaling models
All parents of teenagers know one thing:
that going from small to big is a process
that offers a lot of challenges, and only a
portion of these challenges are foreseeable. It’s crucial for managers of companies that are about to scale their Lean &
Agile activities to embrace this common
wisdom. The agile movement has grown
mainly from team-centered practices, and
there is no simple and straight-forward
way to apply many of the concepts in large
organizations. In addition, a plethora of
methods or frameworks have emerged,
each with its pros and cons.
In this issue, we are trying to alleviate
some of the scaling pains with a couple of
great interviews. In our first article in this
issue, Richard Dolman tells us about the
ASK-Matrix which he created together
with his colleague Steve Spearman in
order to guide people through the jungle
of scaling models. After that, we dive into

two of the most important frameworks
by interviewing their architects. Scott
Ambler, the daddy of DAD, shows the
strengths of his model and Bas Vodde,
one of the co-creators of LeSS, describes
the whole story of his framework.
The most widespread framework,
SAFe, was described in an earlier issue
of Lean Magazine (#10). In this issue,
Ola Morin shares some of his experience of SAFe’s most important component: Release Management.
Apart from this we have the usual mix
of short news and personal reflections on
Lean & Agile. I hope that you will have a
pleasant time reading our magazine.
Happy reading!
Gustav Bergman
Editor-in-chief
Lean Magazine
SOFTHOUSE | LEAN MAGAZINE
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“The answer is out there, Neo,
and it’s looking for you, and it
will find you if you want it to.”

Achieving an overview
of Scaling Techniques
What is

THE ASK

4
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The world of agile scaling may seem like a jungle to the inexperienced. Richard Dolman and his colleague, Steve Spearman,
decided to turn it into a well-tended garden in order to help organizations see which options and possibilities they have. And so
the ASK Matrix was conceived.

Jez Humble

✏ Interview by Gustav Bergman
Nobody could deny that there are a lot of
variations and opinions on scaling models out there. Just the task of defining
“scaling” seems problematic. For some, it
means going from a few Scrum teams to
dozens or even hundreds of teams. For
others, it can mean expanding Agile or
Scrum across other areas of the organization. In addition, a lot of organizations are
distributed, with teams across the globe.
Some may be growing rapidly and need
to assess what they need right here and
now, versus what they’ll need next year.
During a a group workshop at the 2013
Scrum Alliance Scrum Coach Retreat,
the people in the room realised that there
was a need to facilitate the conversation
and offer a tool and knowledge base that
allows people to contribute their ideas and
get ideas from others. The initial topic
proposed for the open-space session was
along the lines of “How is Scaling affecting Coaching?”
Richard Dolman tells us: ”As the group
formed around this topic, we quickly converged on this question: ‘As coaches, how
can we help influence the selection and
implementation of a scaling approach
that is appropriate for an organization?’”
This was how the idea for the Agile
Scaling Knowledgebase (ASK) was born.

The team behind it set out to provide a
simple tool in the form of a framework
that both individuals and organizations could use to compare the various
approaches, based on their specific needs
and constraints. The intent was not to
define the right approach or framework,
but rather to provide a tool for decision
making and a forum for discovery.
“We wanted to stay above the fray
and refrain from any framework-specific
cheerleading or bashing. Instead, we
wanted to offer an objective way to evaluate options and discuss scaling topics.”
Formated as a spreadsheet
Initially, the group chose just a few of the
more widely known approaches to get their
first draft out there.This included Scrum of
Scrums (SoS), Large Scale Scrum (LeSS),
Scaled Agile Framework (SAFe), Disciplined Agile Delivery (DAD) and the
Spotify approach. As the site and knowledge has evolved, other approaches that are
gaining in popularity or that have emerged
recently have been added.
“The important thing to remember
here is that it’s not up to us to determine
what approaches should be in the matrix.
Again it’s just a framework for evaluating
and comparing approaches based on your

Richard Dolman

Steve Spearman
Richard Dolman & Steve
Spearman are both
Enterprise Agile Coaches
who are passionate
about empowering &
enabling collaborative,
high-performing
teams and fostering
organizational agility.

MATRIX?
SOFTHOUSE | LEAN MAGAZINE
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ˮ
it’s up to the
person or organization using it
to decide what
to include or
exclude”

How it works

 Download the matrix

spreadsheet at:
http://www agilescaling.org

 Modify it as

necessary. Start by
defining a set of criteria
that is important to your
organization or situation.

 Once you add and up-

date those rows in the
spreadsheet, edit the content and add columns to
include any of approaches that you feel should be
evaluated relative to your
defined criteria.

needs. So, really it’s up to the person or
organization using it to decide what to
include or exclude.”
The ASK Matrix is formatted as a
spreadsheet since it is a simple, universally accepted tool that most people can
easily update. It should be easy for the
user to download the spreadsheet and
then re-enter or update the data based
on their own discovery and assessment.
Each organisation unique
The ASK Matrix does not define right
versus wrong or say that one way is better
than another. Each organization is unique

to an extent and has its own constraints
and drivers. Only by understanding and
defining the criteria relevant to the organization can you then have an objective
analysis of approaches.
“For example, if sticking to Scrum is
important, you may want to consider
LeSS or Nexus. If having more formality around Portfolio and Program level
management is important, you may want
to consider SAFe. If your organizational culture is of a particular type and that
drives how you want to evolve your teams
and practices, then you may want to look
at the Spotify approach.” 

The “Custom Criteria Questions”
Before deciding which approaches to
look at and compare, you should discuss
and identify what’s
important to you and
what problems you’re
trying to solve. Are you
growing rapidly or are
you already very large
and heavily structured?
Do you need heavy

compliance or can you support truly
autonomous, self-organizing teams?
Once you identify
these criteria, you
can consider which
approaches may be
best suited for your
comparison and how
you want to compare
them.

“Unfortunately, no one can be told what the Matrix is. You have to see it for yourself.”

6
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DISCIPLINED
FRAMEWORK
✏ Interview by Gustav Bergman

To the Agile community, the DADDY of DAD is the Canadian software engineer Scott Ambler. In this interview, he
tells us how DAD came to be and when we should use it. His
baseline message: “DAD is ongoing work; we are constantly
improving and evolving the framework!”
SOFTHOUSE | LEAN MAGAZINE
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he story of the Disciplined Agile
Delivery Framework, DAD,
goes back 5–10 years when Scott
Ambler was the chief methodologist for
IT at IBM Rational. Having worked in
dozens of organizations around the globe
to help them understand and apply agile
and lean strategies at scale, he and his colleagues noticed some recurring patterns.
It was clear that everyone was applying
Lean & Agile techniques in their own,
unique way, although there were similarities. Apparently, the organizations succeeding at Lean & Agile spent a lot of
time and effort figuring it out. In other
words: at the organization and industry
level there was an incredible amount of
waste going on resulting from the lack of
a coherent, flexible process framework.
“As a matter of fact, very few people
could describe what they were actually
doing,” Scott Ambler remembers. “For
example, when asked what process they
were following we’d often hear ‘We’re
doing Scrum’ or ‘We’re doing Kanban’ as
if those were sufficient answers. When we
looked at what they were actually doing
they would have adopted some strategies from Scrum/Kanban, but also from
Extreme Programming, Agile Modeling,
Unified Process, and many other sources.
Very often they would have reinvented
ideas from these methods without even
knowing it, spending a lot of time and
money doing so.”

”Disciplined Agile Delivery
(DAD) is a process decision
framework that enables
simplified process decisions
around incremental and
iterative solution delivery.”
WIKIPEDIA

A range of choices
So, what is DAD all about? Scott Ambler
and his colleagues characterize it as a
process decision framework. What they
mean by this is that it provides guidance
to IT delivery teams – and now also to IT
executive teams – to help these identify
the process-related decisions that need to
be made. The DA Framework is oriented towards mid-to-large sized enterprises that need to have effective IT departments to support them.
“More importantly it provides a range
of choices and the trade-offs associated

Timeline
The DAD 0.x framework
was originally developed
at IBM Rational. The
focus at the time was
on showing how Lean
& Agile delivery works
from beginning to
end and to support
the tactical scaling of
agile/lean strategies to
address larger teams,
geographically distributed
teams, regulatory
compliance, outsourcing,
and both technical and
domain complexity. The
IBM team worked closely
with business partners,
including Mark Lines, and
was led by Scott Ambler.
2009–2012
DAD 0.x framework
developed at IBM Rational
June 2012 		
Release of DAD 1.0; the
first DAD book, Disciplined
Agile Delivery.
August 2012		
DAD site
October 2012
Intellectual property of
DAD passed over to the
Disciplined Agile Consortium
August 2015		
Disciplined Agile (DA) 2.x
released

SOFTHOUSE | LEAN MAGAZINE
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Scott Ambler on
where to read more
about DAD
The Disciplined Agile
site where we actively
share and evolve the DA
material.
The Disciplined Agile
Delivery discussion
forum on LinkedIn.
The Disciplined
Agile Consortium site
that provides links to
training, downloadable
resources (whitepapers,
posters), videos, and the
Disciplined Agile certification program.
The Disciplined Agile
Delivery book which describes the framework
in detail.
The Introduction to
Disciplined Agile Delivery
book that overviews the
framework and works
through a case study in a
large enterprise.

with those choices,” says Scott Amble.
“This means that people can better tailor their approach to address the context
of the situation that they face. Because
everyone is different – one process size
does not fit all.”
The one-size-doesn’t-fit all philosophy is crucial to DAD. Basically, organizations may use it as they please. IT
is incredibly complex, and every organization suffers from different pain points
in different aspects of IT. The DA frame-

work shows how the various aspects of
IT fit together, providing explicit guidance as to what issues/decisions you need
to consider and a representative range of
options from which to choose.
“DA doesn’t provide all potential
options as that’s simply not possible –
while you’ve been reading this article
someone, somewhere in the world has
come up with a new technique,” Scott
Ambler says. “But it does get you thinking, and it does help you to recognize that

The Building
Blocks of DAD
Process goals
Teams vary in size, they vary in the way that
they are geographically or organizationally
distributed, they vary by the domain and
technical complexity that they face, and
they vary by the compliancy issues that
are relevant to them. Furthermore, teams
are made up of unique individuals, each
of whom has a set of unique skills and
experiences. As a result every team works
different at a detailed level. However, at
a high level they must still address the
same goals or capabilities in order to be
successful. For example, at the start every
team should do some initial requirements
scoping, some initial architecture
envisioning, some initial planning, and so
on. How they approach these goals will
vary depending on the situation they face.
The DA framework describes 22 process
goals that explicitly capture
the process-related
options available to
teams. Each goal is
visually described
by a process goal

10 SOFTHOUSE | LEAN MAGAZINE

diagram, effectively a stylized mind map.
Every goal is described by several process
factors, and each process factor by several
potential practices or strategies that a team
might consider to address that factor. These
practices and strategies are taken from
proven methods such as Scrum, XP, Agile
Modeling, and many others.

Lifecycles
Because every team is in a different
situation one lifecycle does not work for
every team. The DA framework supports
four full delivery lifecycles: A Scrum-based
Basic/Agile lifecycle; A Kanban-based
Lean lifecycle; A Lean Continuous Delivery
lifecycle; and an Exploratory lifecycle based
on Lean Startup. DA 2.0 also supports an IT
lifecycle.

Process blades
A process blade describes a capability
area within the DA framework. There
are process blades for each of the four
lifecycles as well as IT-level capabilities
such as Enterprise Architecture, Operations,
Portfolio Management, Data Management,
IT Governance, and many others.

you have choices and that each choice
has advantages and disadvantages. There
is no such thing as a best practice, only
practices which should be applied in
some contexts.”
Two distinguishing features
In Scott Ambler’s opinion, there are two
things that distinguish DAD from other
frameworks:
“Firstly, the DA Framework provides
options and guidance for making effec-

tive choices given the context of the situation that you face. Most other frameworks prescribe a single way of doing
things, limiting their applicability in
enterprise-class settings. Secondly, the
scope of the DA Framework is critical. Too many frameworks focus on one
aspect of IT and as a result are locally
optimized (at best). The DA framework
takes a system view of IT, enabling IT
organizations to understand and potentially optimize their entire process.” 

The major strengths of
the DA framework
… for development teams

DAD shows how agile/lean techniques work
from beginning to end. It describes how activities such as architecture, testing, analysis,
programming, design, and so on fit together
from beginning to end in a streamlined manner. In short it takes a lot of the mystery out
of how agile software development actually
works in practice.

… for IT executives

DAD shows how all aspects of IT work together.
A huge challenge for IT executives is that
the bodies of knowledge or expertise for IT
capabilities are disconnected. For example,

in the enterprise architecture space we have
the Zachman and TOGAF frameworks. In the
analysis space we have the IIBA’s BoK. In the
data management space we have DAMA’s BoK.
In the management space we have the PMI and
Prince2 BoKs. In the operations space we have
ITIL. And so on and so on and so on. These BoKs
all have great ideas as well as mediocre ideas.
They overlap with each other. They contradict
each other. They promote different priorities.
They are all biased towards their area of focus.
Most importantly they don’t fit together well.
Organizations need a bigger picture that
provides coherent advice for how it all fits
together. This is what DA 2.0 brings to the table.

Scott W. Ambler is
the Senior Consulting
Partner of Scott Ambler
+ Associates, working
with organizations
around the world to help
them to improve their
software processes.
He provides training,
coaching, and mentoring
in disciplined agile
and lean strategies at
both the project and
organizational level.
Scott is the founder
of the Agile Modeling
(AM), Agile Data (AD),
Disciplined Agile Delivery
(DAD), and Enterprise
Unified Process (EUP)
methodologies.
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How to achieve
more with
LeSS
First there was experimentation, empiricism and
experience. Then there was structure, standards
and system tuning. The LeSS Framework grew
from the fertile soil of case stories from scaling
gurus Bas Vodde and Craig Larman.

✏ Interview by Gustav Bergman
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“We never wanted to create a framework,” says Bas Vodde. “That might sound
strange, but Craig and I like working with
organizations and teams on practical
problems. We both believe in empiricism
or empirical process control, where teams
own their own ways of working, experiment, learn and improve. So the idea of
a process or even a framework always felt
counter to what we wanted to do: focus
on experiments that worked within a certain context.”
Accordingly, LeSS was not developed
but it evolved. As a matter of fact, it was
only in 2014 that the partners Bas Vodde
and Craig Larman started to use the name
LeSS and created the LeSS Framework
rules. Before that, LeSS was rather a
collection of experiences documented in
experiments – stuff they had tried while
working with lots of large-scale product
development groups. In this context, they
learned to focus on increasing transparency, reducing organizational overhead and
increasing the ownership and meaning of
the work of the teams.
The books
Large parts of these conclusions can be
found in the books Scaling Lean & Product Development (2008) and Practices
for Scaling Lean & Agile Development
(2010). But after listening to the feedback
on their books Vodde and Larman realized that they also needed to address readers who were new to agile and scaling,
and who requested clear starting points.

In the process of writing this forthcoming
book – Large-Scale Scrum: More with
LeSS – they have had to resolve the conflict between providing more rules/prescription and leaving the ownership fully
to the teams, so they could experiment,
learn and improve within their own context; they described this conflict as ”the
process owning the process or the team
owning their own process”.
“When you provide a lot of processes and guidelines to teams, then they
will follow them without understanding
the original purposes, without thinking
and then they become useless … or even
harmful,” says Bas Vodde. ”So, suddenly we realized that Scrum resolved this
conflict by providing a small amount of
Scrum rules. When you explore these
rules and think about them, you realize
most of them focus on creating feedback
and providing transparency. This enables
teams to take more ownership. Our conflict was resolved!”
The rules
And so the LeSS rules were created –
three pages of them – which increase
transparency and ownership at scale.
“The rules are simple to understand but
hard to adopt,” says Bas Vodde. “They also
tend to be disruptive to organizations.”
From a bird’s-eye view, LeSS consists of four parts: 1) Principles, 2) Rules,
3) Guides, and 4) Experiments. The experiments were there first, as the mindset of
experimenting, inspecting-adapting and 

Read more
Two LeSS books are currently available: Scaling Lean and Agile Development and Practices for Scaling Lean and Agile Development – both
by Bas Vodde & Craig Larman. Their third book, Large-Scale Scrum:
More with LeSS, will be published next year.
On the web, the LeSS meeting point is http://less.works
where two certified training programs are currently available:
Certified LeSS Practitioner and Certified LeSS for Executives.
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“Simple, clear purpose and principles give rise
to complex and intelligent behavior. Complex
rules and regulations give rise to simple and
stupid behavior.”
Dee Hock, founder of VISA Association
SOFTHOUSE | LEAN MAGAZINE
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Bas Vodde on

the difference between LeSS
and other frameworks
Multiple Scrum teams
vs Multi-team Scrum
Most scaling frameworks take a multiple
Scrum Teams approach to scaling. The key
question they ask is: “How can we get multiple
agile (Scrum) teams to work together?” LeSS,
instead, takes a multi-team Scrum approach.
The scaling question that LeSS asks is: “How
can we apply Scrum when we have multiple
teams?” This leads to completely different
decisions about how you scale up.

Tailoring Down vs
Scaling Up

too many processes and then ask people to
remove what they don’t need – they tailor it
down to their process. The agile approach, on
the other hand, is to scale up and provide the
minimum amount of process and ask people to
add to that only when they must.
Why is tailoring down harmful? Well, most
of the tailoring down decisions are made at
the beginning of a project. At this moment,
the amount of in-depth knowledge of the
product, market, or methodology is very low
and people are likely to make the safe decisions to keep more roles, processes, and artifacts than they need.

More or less ‘agile’

There is an important distinction between
tailoring down and scaling up. The traditional
safe approach towards processes is to provide

LeSS avoids weakening the Agile values and
principles while scaling up, dealing with more
complexity and traditional organizations.

continuous improvement is the very
essence of LeSS. The rules describe two
frameworks: basic LeSS (2–8 teams)
and LeSS Huge (8+ teams). The guides
explain how to implement the rules within different types of organization.
The 10 Principles are listed as the first
part of LeSS, but actually came about last.
These now consist of three types of principles. The first type are Scrum-based principles, such as “Transparency”, “Empirical
process control” or “LeSS is Scrum”. The
second type are not exactly principles but
more bodies of knowledge, such as lean

thinking and systems thinking. The last
type are LeSS-specific principles, such
as “Customer-centric”, “Whole product
focus” and “More with LeSS”.
“The basic LeSS rules explain how to
apply Scrum to multiple teams by clarifying
how the roles, events and artifacts scale,”says
Bas Vodde.“LeSS – unlike Scrum – also has
rules for organizational structure. Craig and
I have seen over and over again that if the
organizational structure isn’t affected then
the Scrum/LeSS adoption will be shallow
or even fail. So, we’ve added several structural rules such as dedicated, co-located
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We still want shippable product increments
every iteration. We still want to be able to
change direction at any time. We still want
face-to-face communication and close
cooperation with customers. We still want
empowered self-organizing teams and
emerging architecture and design. Some
scaling frameworks relax the agile values and
principles while others don’t. LeSS doesn’t.

Grounded in years of
scaling experience
LeSS has been around for a long time. The
rules, guides and name are new, but they are
based on over a decade of experimenting
with large-scale agile development in many
different kinds of companies building a large
variety of products.

Bas Vodde
teams, majority of feature teams and fulltime ScrumMasters.”
Simpler organizational structures
As Bas Vodde sees it, the strength of LeSS
is that it takes a minimalistic approach
to being a scaling framework. It doesn’t
need to add any unnecessary complexity
and instead is as small, flexible, agile, and
lean as possible.
“We often say that ‘LeSS is for scaling
development and descaling the organization’. This seems like a contradiction, but
isn’t. LeSS dramatically increases team’s

responsibility leading to less traditional
roles, processes and artifacts. This leads to
simpler organizational structures.”
The beauty of this organizational de
scaling is that it leads to less complexity with fewer roles, fewer artifacts, and
fewer processes.
“This results in more responsibility to
the teams, more thoughtful and meaningful work, more ownership, passion, and
improvement,” says Bas Vodde. “More
outcomes. Hence, this principle is named:
More with LeSS!” 

Bas Vodde
Bas Vodde is a coach,
consultant, programmer,
trainer, and author related
to modern agile and lean
product development. He is
originally from Holland, but
is now living in Singapore.
You can read more about
him and many of his
views on agile software
development on his blog:
http://blog.odd-e.com/

SOFTHOUSE | LEAN MAGAZINE
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The SAFe way to

CONTROL

RELEASES
SAFe, Scaled Agile Framework, is probably the
best-known framework for
implementing agile principles on a corporate level. Here consultant Ola
Morin shares some of his
experience.
✏ Interview by Olle Bergman
18 SOFTHOUSE | LEAN MAGAZINE
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ne of the most appreciated but
also most controversial attributes of SAFe is the release
planning – normally carried out as a big
face-to-face event with a two day agenda
and sometimes hundreds of participants.
For SAFe supporters, the release planning is generally seen as the most important part of the framework. Or as Dean
Leffingwell of scaledagileframework.com
puts it: “If you’re not doing [release planning], you are not doing SAFe”.
But how do you convince managers

that it is a good idea to close the office
for two days?
“Those who have worked to create
crystal-clear shared goals and really understand the benefits of a shared foundation
have no trouble gathering together staff
for two days,“ says Ola Morin, senior consultant at Softhouse och certified SAFe
agilist with extensive experience from
agile transitions. “Anything that management believes we lose in development
capacity, we earn back many times over!
Everyone will know which direction we’re

going in, and everyone has had a chance to
discuss a variety of perspectives on how we
look at things. If they think about it, most
managers will remember how unclear targets have created vast amounts of extra
work – perhaps even causing errors in the
final delivery.”
It is easy to imagine that a hierarchic
organizational model is incompatible
with an effective release planning. But
Ola Morin does not believe that it’s the
actual company structure that is at fault.
“I do not think the conflict actually lies
SOFTHOUSE | LEAN MAGAZINE
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Customer
preview

Major
release

New
feature

Customer
upgrade

Major
release

PI

PI

PI

PI

Deliver on demand

Develop on cadence

Program Increment (PI)
and releases.

Ola Morin

Ola Morin is a senior
consultant at Softhouse
and a certified SAFe agilist
with extensive experience
from agile transitions,
both as change leader and
coach for large multi-site
organisations.

in the hierarchical organization but rather
in the mindset it conveys,” he says. “Traditionally, we use the organization as a
kind of allocation of responsibilities that
fosters silo thinking – which is exactly
the opposite of what we need in order
to achieve effective release planning. In
SAFe we rather see areas of responsibility
as a value stream. Traditionally, we set up
departments or groups on the basis that
they will develop technology in a forward
direction, but in SAFe we think customer
benefits instead.”
To succeed with Agile methods is
often a matter of finding balance points
between principles that are seemingly
opposites – between discipline and professional freedom, between protocols and
improvisation, and so on. The same attitude is also the basis for the outcome of
a successful release planning. “It is very
much a matter of planning enough – but
not more! – before getting going,” says
Ola Morin. “A common misconception
is that agile is the same as ad hoc. But if
you really do agile, you don’t do ad hoc –
everything is thought through even if it
means a change of course.”
Develop on Cadence, Release on Demand
Previously it was the principle "Deliver on Cadence" that was talked about in
the agile world, and Potential Shippable
Increments (PSI) was a central concept
within SAFe. The basic idea was to start
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from the predetermined time intervals for
releases made to the market, a practice
known as Cadence (in Scrum this is the
equivalent of the length of the sprint).
For organizations that work with customer focus and customer feedback, it is
better to follow the principle “Deliver on
Demand” and release new functionality as
soon as it is available and tested. Naturally this also applies in large systems and
organizations – particularly so when using
Continuous Delivery. Here the focus has
moved to as speedy delivery as possible,
which in turn leads to elimination of the
lead times that are created while waiting
for the next cadence. The concept of PSI
has today been replaced by PI, i.e. Program Increment.
“Now a synthesis of principles is emerging,” says Ola Morin. “Today we prefer
to say, ‘Develop on Cadence, Release on
Demand!’ This means that we should be
able to release to customers at any time.
But when we plan, we use our cadence to
plan for contingencies and the like, if necessary. By developing on the basis of common synchronization points, we make it
easier to plan our releases. This is not,
however, something that most organizations have problems with, because it takes
quite some time to get to the point where
you have such high and assured quality
that you have a system which is always
releasable. How wonderful it would be
to experience that luxury!” 

Book recommendation:

Reinventing
Organizations
by Frederic Laloux

Join the
#NoEstimatesdebate
On December 12th 2012, Woody Zuill
from San Diego posted a tweet with his
own hashtag #NoEstimates, with a link to
his own blog-article about a project that
skipped estimates of effort.
Now, three years later, a heated debate
is still going on everywhere, on the web,
and at software conferences, about the
importance of advance estimates of effort
in software projects. On one side of the
spectrum are people who want to eradicate all estimates from the face of the
earth - on the other side are some stubborn waterfall devotees who think that
the whole movement is ridiculous.
Do you have an opinion on the matter?
Search for #NoEstimates on Twitter, and
join the debate!
from the Scalare

project

Page 9 

A book which is currently read and
hotly discussed by many is “Reinventing Organizations” by Frederic
Laloux. As the title reveals, it is not
written for managers who want
to reshape their organization according to current organizational
paradigms, but it is about completely changing the way we have
run organizations for the last 100
years. However, it is not based on
a philosopher’s ideas from an ivory
tower, but real-life case studies of
businesses which are run in an entirely new way. Many “new” prin-

Agile lessons in
On Dec 16th Star Wars episode VII
is released on cinemas worldwide.
The blog “All about Agile” recently
wrote an entertaining article about
the flaws of project management on
the Death Star. Flaws that we can
all recognize from working in large
enterprises before the time of Lean
& Agile. http://bit.ly/StarWagile

ciples that Laloux advocates can
be recognized from Lean & Agile
thinking, and we can recommend
this book to anyone who is not satisfied with just changing his team
or project, but would like to overhaul his whole organization.

Star Wars?
“I assure you Lord Vader, my men are working
as fast as they can.”
“Perhaps I can find new
ways to motivate them.”
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This print issue of Lean Magazine is distributed with a copy of Scalare Magazine. Scalare is an ITEA2 research project (Information
Technology for European Advancement), financially supported by
Enterprise Ireland and Vinnova. The project team, which represents
companies and universities from five different countries, was created to assist European industry scale its software capability. The team
is currently building a Scaling Management Framework (SMF) that
provides guidance for different approaches for scaling. They will also
compile a collection of case studies and publish a book.
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 Lean Lessons from the

EMPIRE STATE BUILDING
 Teamwork and 		
Experience

Lean starts with skilled people and
effective teamwork. Everything
ever written about the Empire State
Building attributes its successful
construction to the teamwork
between the owner, architect, and
builder, who worked together as a
team to reach a common goal. They
were all deeply experienced in their
field, and sought out the experts for
advice – elevator mechanics, metal
workers, steel workers – the people
who would do the work.

 Simplicity

Lean is very much about keeping
things simple. The architect and
builder thought of construction
as four separate workflows:
structural steel, exterior metal and
trim, concrete floor, and exterior
stonework. They designed the
building so that each of these four
workflows was independent of the
others (except structural steel went
first). Unlike other buildings, the
exterior stonework was completely
separate from the exterior metal and
trim, and neither required the floor to
be poured or scaffolding to be put in
place. By decoupling these systems
there were no cascading delays
between the four workflows.

BUILT ON LEAN
PRINCIPLES
The skyscraper projects of the early
1900s were very impressive not only in
the height of the buildings, but even more
in terms of how effectively and efficiently
the projects were carried out. The jewel in
the crown was the Empire State Building
- the tallest building in the world for several decades.
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 Systems Thinking

Lean focuses on optimizing the
entire system in the strong belief
that optimizing individual parts will
sub-optimize the whole system. The
builders of the Empire State Building
did not try to cut costs on individual
parts, they favored spending money
in order to speed up completion. Every
day was worth $10,000 – more like
$120,000 in today’s dollars – so they
could spend $10,000 to save a day.
They invested many labor-saving
devices, from a novel brick hopper to
rail cars and tracks inside the building
to larger electrical boxes – all to speed
up installation.

The construction project was unbelievably
well carried out. It started March 17 1930.
14 months later the project was completed and the building opened – exactly on
time and 18% under budget.
Mary Poppendieck, well-known for her
books on Lean Software Development,
has studied the project in detail and summarizes here five of the lean principles
that were used by the builders in those
days.

Mary Poppendieck

Empire state facts

The building has 103 floors.
The height when including
the antenna spire is 443.2 m.

 Focus on Flow

Around 3,400 workers
were involved in the
construction.

Lean uses rate of flow as the major
control element, in contrast to the
more typical focus on tasks and
detailed schedules. The builders of
the Empire State Building managed
all systems by rate per story – and
tried to hold every system to the rate
of one story per day. Deliveries were
scheduled at the rate of one day’s
worth of steel – or brick – or wallboard
every day. Then each day, crews were
expected to install what was delivered
the day before.

There are 73 elevators in
the building, including 6
freight elevators.

The building itself
cost $24,718,000 to
build.

 Design to Constraints

Lean thinkers are expected to
question everything about their work
until they find the true constraints of
the system – things like customer
preferences and market realities. The
Empire State Building was not built to
requirements, it was built to a set of
very clear constraints: 80 stories high,
two square blocks, building codes,
the laws of physics, a fixed amount of
capital that was not going to expand
(it was the depression after all), and
a hard end date of May 1, 1931. The
building was designed to meet these
constraints – the constraints were not
derived from the design.

SOFTHOUSE | LEAN MAGAZINE
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In the beginning …
… was the iteration. And the engineer saw it and used it, and increased both
delivery reliability and quality. And the stress fled from his spirit, and the joy
of creation took its place.
Then it came to pass in those days that marketing and sales professionals saw
the engineer’s skill and contentedness. And they borrowed iteration and used
it for their own endeavors. And they rejoiced when they saw what it could do!

I

n this Christmas period, it’s fun to think about how universal the philosophy and
principles are that we apply in Lean & Agile. The yearly cycle ends and begins. Family teams work to a fixed release plan for traditional protocols and recipes developed
and refined by the families’ aged gurus. We write backlogs of our Christmas shopping and hold stand-up meetings in the kitchen.
As newly-appointed Director of Sales and Marketing at Softhouse, I am fascinated how
well the Agile principles work within marketing. The experience from my time as a consultant is easy to reshape in order to create even better offers and service to our customers.
This is particularly evident in a company of Softhouse’s size, where decision-making paths are
short and the organization is flat. It is easy to coordinate the entire chain from business development through marketing to sales. In close cooperation with small and fast feedback cycles,
consultant and client create solutions together. Fancy packaging and slick models are of little
value until their accuracy has been checked with the customer. We don’t sit in our own little
room guessing; instead, we use an iterative approach that reaches out to customers so that they,
to a very high degree, become co-creators. They verify constantly that what we are offering is in
line with what they need. Add to this the fact that we write Agile contracts that enable speedy
reprioritizations and a close and value-focused relationship between customer and supplier.
Achieving this kind of flexible collaboration with the customer is much more difficult for
large consulting firms, where the weight of the organization hampers flexibility. Individual
consultants and sales people have considerable limitations in their freedom of action. Even
when they understand exactly what the customer wants and needs, they cannot make any
promises. Instead, all decisions have to take a little trip up and down the steps of the hierarchy. I don’t plan to let my customers wait.

Daniel Zetterberg
is Director of Sales
and Marketing at
Softhouse. He has
an interdisciplinary
background that
covers engineering,
economics and
leadership.

And the glory of Lean & Agile shone on the deliveries, and the jubilation was
great in the industry. Verily, said the customers, the sales process has become
a part of product development. And they all rejoiced greatly at the quality
and the customer satisfaction!
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