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not only the Scrum com-
munity, but everyone 
who has seen Kurosawa’s 
“Seven Samurai”, knows 
that a self-organized, cross- 
functional team of seven 
skilled professionals can 
beat any other organization.
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The Art of Scrumming
Anders Samuelson of 

Softhouse presents 
three tools which 

can help us evolve 
our teams to be truly 

cohesive.
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The Power of 
Metaphors

Anders Sixtensson of 
Softhouse explains how 
powerful metaphors can 
be used to solve organi-

zational problems. 15
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Is Scrum Lean? 
I often get this question: How come so many  
articles in Lean Magazine are about the Scrum 
project method? The answer is quite simple – 
Lean Magazine covers both Lean and Agile Soft-
ware Development, and of all Lean and Agile con-
cepts that are out there, Scrum is the thing that 
attracts by far the most interest today.

 But somehow you can always wonder: How 
Lean is Scrum? Are Lean and Agile really the same 
thing – are they two sides of the same coin, or what? 
These questions have no simple answers, and you 
get different opinions depending on who you ask. 

In my view Lean and Agile are in one sense  
different, since they are created to solve two dif-
ferent problems:
• Agile development is mainly about how to devel-

op software products in an ever changing world.

• Lean is mainly about how to make organizations 
deliver as much customer value as possible with 
as little waste (muda) as possible

But then there are some fundamental similarities: 
• Both have the same origin. Lean emerged at 

Toyota in the last century. Several Agile methods 
also have Japanese roots. Scrum, for instance, 
springs from the Takeuchi-Nonaka study *) in 
the eighties on product development projects at 
Honda, Canon, NEC and Fuji-Xerox.

• The key principles are very similar: empow-
erment and respect for people, continuous 
learning by doing, trust and transparency, no 
unnecessary documentation, iterative develop-
ment based on market pull instead of internal 
push, etc.
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Do you waste manage-
ment resources?
Senior Consultant 

Anders Persson inter-
views Ola Eklundh, CM 
at Telelogic, on automa-

tion of the build and test 
process.

SOFTHOUSE | LEAN MAGAZINE

So, the discussion if Lean and Agile are the same 
or different things should stay in the Ivory Towers 
of Academia. For us working in the real world the 
important thing is that both movements are built 
on principles that people from both camps sub-
scribe to. Simply put, they are just different tools 
from the same toolbox, useful in different types of 
situations.

*) See page 7 of this issue.

Gustav Bergman, 
Marketing Director  
Softhouse Consulting
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✏ By Gustav Bergman, Marketing Director Softhouse Consulting

ThE 
ScruM 
STory 
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Ken Schwaber, who is known to be 
the co-founder of Scrum together with 
Jeff Sutherland, paid a visit to Sweden 
in April this year. Lean Magazine got 
a chance to talk with him about the 
origins and evolution of Scrum in the 
nineties, and what he thinks about the 
future of Agile Development.

The Scrum philosophy was conceived 
in the Boston area in the late eight-
ies. This is where the two founders 
Ken Schwaber and Jeff Sutherland – 
in their respective companies – were 
building software products on object-
oriented IDEs (Integrated Develop-
ment Environments). These environ-

ments were the first to allow for inte-
grated team coding, building, testing 
and rapid deployment – up to several 
times a day. 

“Jeff has always been a deep thinker, 
and he had been struck by the initial 
findings of Nonaka and Takeuchi,” 
recalls Schwaber. “Jeff started form-
ing a process according to those prin-
ciples that also met the needs of a 
rapidly changing business with con-
stant demands. I had been working 
on process, process automation, and 
methodology for a decade and was 
getting insufficient improvements in 
the underlying waterfall, predictive 
process.” >>

Ken Schwaber:
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After 17 years at the
Scrum frontline, Ken
Schwaber is still teach-
ing classes all over the 
world. Here at a Product 
Owner Certification in 
Gothenburg, Sweden, in 
April this year.

Ken Schwaber
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CLOSED

Sutherland kept experimenting with 
his groundbreaking concept, which 
he had already started to call Scrum. 
Eagerly, he kept calling Schwaber for 
his advice on it. Sutherland wanted 

to compare Scrum 
to whatever process 
Schwaber was using.

“Jeff was under 
the impression that I 
was using one of the 
major methodolo-
gies, like Navigator, 
Method/1, or Sum-
mit. I told Jeff that I 

was using none of those, that I would 
have gone out of business if I relied on 
their unwieldy, unfriendly-to-change 
nature. When we compared what I 
did use with Jeff’s Scrum, they were 
very similar. The rest is history, as we 
collaborated to bring Scrum to life.”

The Evolution
Sutherland and Schwaber evolved 
Scrum through trial and error at a 
number of companies during the 
1990s – NewsPage, IDX Systems, Fi-
delity Investments, and PatientKeeper. 
The Daily Scrum, the burndowns and 
the Sprint Backlog were added, and 
planning Sprints were dropped. The 
importance of self-managing, cross 
functional teams became apparent and 
a bedrock to Scrum. 

Schwaber also collaborated with 
process control scientists at DuPont to 
tie Scrum to first principles in indus-
trial process control theory, learning 
that the reason Scrum worked was 
that it was empirical. 

“only those organiza-
tions with compelling 
reason to change and 

management with 
insight and courage 

will succeed.”

Schwaber and Sutherland 
developed the Scrum 
process through trial and 
error at several compa-
nies during the nineties.
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The Future of Scrum and Lean – according to Ken Schwaber

“Scrum and Agile are similar to Lean Thinking. Scrum is 
a new way of doing business, but there won’t be that 
many that reap all of its benefits – such as productivity, 
quality, engaged people, and maximized return on invest-
ment. American automobile companies were immersed 
in running their operations top-down, using the principles 
of Scientific Management to try to plan everything. 
Even while Toyota began to reach their market by using 
flexible lean techniques, they were unable to adapt. The 
change in perceptions, culture, and habits was too great. 
Many places that are trying to shift from the predictive 
approaches of waterfall and command and control are 
having the same problems. The change in thinking is 

particularly hard. The improved engineering practices 
to support the change are also hard. I predict that only 
those organizations with compelling reason to change 
and management with insight and courage will succeed.”

“John Chambers, the CEO of Cisco, put his organiza-
tion through such a change over the last four years and 
commented that it was the hardest thing he had ever 
done. I predict that only 15–25 % of all organizations 
attempting to use Scrum throughout the enterprise will 
succeed in making the change and reaping the benefits. 
As a result, they will outcompete those who weren’t 
able to change and become dominant players in their 
markets.”

“In 2001, the Agile Manifesto was 
formed,” says Schwaber. “The signatories 
gathered in SnowBird because we felt our 
approach to software development had 
something in common that was far bet-
ter and more people-oriented than the 
emerging favored process of the day, Ra-
tional Unified Process. The principles 
of the manifesto are the common touch 
points that we agreed upon.”

Today, Schwaber notices that the term 
“Agile” is often used in a careless way.

“Many people think that there are 
Agile processes. There aren’t. There are 
processes that conform to the Agile 
Manifesto principles, such as Scrum and 
Extreme Programming. However, the 
word Agile is often used as a description 
for ‘we aren’t using waterfall.’ That is not 
what Agile means!”

In Schwaber’s mind, Scrum and Agile 
started emerging for two reasons:

“The Agile Manifesto was a rally-
ing point for dissatisfaction and a new 
approach. The emergence of new IDEs 
that were as powerful as SmallTalk, like 
VisualStudio and Eclipse, were the tech-
nological enablers.” 

Jeff Sutherland got the name “Scrum” from the 
famous article “The new new Product Develop-
ment Game,” which was published by Takeuchi 
and nonaka in the Harvard Business Review in 
1986. On the first page of the article they write: 
“Companies are increasingly realizing that the old, 
sequential approach to developing new products 
simply won’t get the job done. Instead companies 
in Japan and the United States are using a holistic 
method – as in rugby, the ball gets passed within 
the team as it moves as a unit up the field.”

The origin of the name Scrum
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These days, talks and articles have 
probably left you with a warm feeling 
of Lean’s minimalism and its hand-in-
glove fit to Agile.

Welcome to something different.
This new column won’t be a tuto-
rial series that covers the same tired 
ground, but will concentrate 600 lean 
words to help us explore Lean and Ag-
ile foundations and deconstruct them 
together. As appetizers, consider:

•	 That	Jeff	Sutherland	now	says	that	
Scrum does not descend from 
Lean, but calls it a separate, parallel 
development?

•	 That	a	Japanese	worker	would	dis-
count you as un-lean if you had a 
messy desk?

•	 That	Lean	and	popular	Agile	

thinking sometimes recommend 
conflicting directions?

•	 That	at	its	foundation,	the	CMMI	
is more Agile than Scrum is?

•	 That	some	Agile	practices	are	amaz-
ingly un-lean – such as TDD, 
which complicates coupling and 
can double your code mass?

Yeah, OK, so I managed to work TDD 
in here too. I’ll take detours into my 
own pet peeves here once in a while. 
But I aspire to use this space largely for 
new material: repetition is not Lean.

Most discussions I hear about Lean 
these days focus on developers. They’re 
focused on the in-house requirements 
inventory and design documents 
rather than on the users’ backlog of 
manuals to read or on their wasted 
half-hour using a lousy Web interface. 
Ideally, Agile breaks down “us” and 
“them” to integrate the development 
team and customer as a unit pursuing 
a common objective. That is the prop-
er scope of Lean. Teams often miss 
this mark because of the Agile focus 
on development and on the change du 
jour. Though Scrum has a place for 
a vision and a release plan, it is less 

Jack Sprat did eat no fat
His wife did eat no lean
And so betwixt them both you see
They licked the platter clean.

— 17th century English nursery rhyme

SOFTHOUSE | LEAN MAGAZINE8

Lean Japanese lesson:

Muda = waste
Mura = unevenness
Muri = overburden



about thinking than doing. There is 
little place for long-term deliberation.

Mary Poppendieck (http://www.
poppendieck.com/design.htm) 
explores Lean foundations and con-
cludes that they are more about 
designing than about making. Scrum 
is a lot about making, about product: 
there’s no “design” anywhere in the 
Scrum framework. Most XP advo-
cates also de-emphasize design, focus-
ing instead on coding; consider the 
famous Ron Jeffries ten-minutes-of-
design rule (XP Installed, Addison-
Wesley, ©2000, p. 70.) That’s locally 
minimal, but isn’t Lean. Good, con-
sistent design (and, I’ll add, good 

architecture) result in good 
flow.

The late Jef Raskin, 
founder of the MacIn-
tosh project, quipped: 
“The interface is the 
program.” The code 
is in some sense 
just unlean bag-
gage. Good user 
interface design 
helps users to 
build habits. 

Habit formation smoothes the flow of 
user interaction and reduces wasteful 
errors. That’s Lean, a result of consis-
tent (no mura) interface design.

Back inside the team, we’re busy 
embracing change. Every time one of 
our changes re-arranges the user inter-
face, it prevents users from developing 
habits. Good, consistent interfaces are 
pre-designed around business mores, 
which keeps them stable. Jeff Suther-
land once told me that his company 
PatientKeeper sometimes spends sever-
al months building prototypes to prove 
in a design. That’s not minimal, but it 
is Lean. The waste of rework – muda – 
exceeds the expense of up-front design.

The key lies in maintaining bal-
ance. Extend Lean’s scope to the 
broad product ecosystem; practising 
Lean only locally risks even greater 
waste globally. That means giving up 
some ideas from Agile here and some 
ideas from Lean there; because they 
have different goals, you should exer-
cise judgment. It’s about design, and 
design is all about choices. Choose 
well, and you will eliminate muda 
– like the Sprats, you’ll have a clean 
plate. 

9

In this issue Lean Maga-
zine can proudly present 
a new column on Lean 
and Agile Development. 
The writer is professor 
Jim “Cope” Coplien, 
who is originally from the 
United States, but nowa-
days lives in Denmark 
where he runs the con-
sulting company Gertrud 
& Cope together with his 
wife Gertrud Bjørnvig. 
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It is common knowledge today that 
Scrum and other agile methods may 
significantly raise the level of produc-
tivity, compared to the performance of 
dysfunctional teams managed in the 
tradition of command and control. 
But how should we proceed when we 
start to reorganize? Is it only technical 
skills we should look at when picking 
the team? Or is it equally important 
to take into account factors as group 
dynamics and behaviour, as well as 
relationship-awareness theories?

The everyday role of a Scrum 

Master is about leadership and facili-
tation, removing barriers between 
customer and development, help-
ing the customer maximize return 
of investment by fully utilizing 
the power of Scrum. But is it, as a 
Scrum Master, enough to be a pro-
cess coach and impediment remover? 
Or is it equally important to master 
the science of group dynamics and 
relationship awareness to lead the 
production units – i.e. the Scrum 
teams – into self-organization and 
increased productivity? 

The Art 
 of Scrumming

Going beyond 
the obvious
✏ By Anders Samuelson, Senior Consultant at Softhouse Consulting

When adopting Scrum in an organisation, a highly prioritized goal is to create 
sustainable high performing, cross functional teams that self-organize and  
refrain from explicit roles. The question is: How do we get there? 

SOFTHOUSE | LEAN MAGAZINE10
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The Art 
 of Scrumming

Strength Deployment Inventory – SDI

SDI is the cornerstone tool of Elias Porter’s Relation-
ship Awareness Theory. SDI is a self-scoring Motiva-
tional Assessment Tool that measures an individual’s 
motivational value system in two situations: when 
things are going well and when the person faces 
conflict or opposition. 

There are seven identifiable styles of relating to 
others when things are going well for an individual. 
Four of these are primary types of strengths and 
three are blends of the primary types of strengths. 

Each style works like an internal filter through which 
all interaction and communication is interpreted and 
comprehended. 

One of the guiding principles of Relationship 
Awareness Theory is that each person is seen as the 
expert on him or herself, thus SDI is a tool primarily 
for the individual user to learn about themselves and 
how to interact with others in a way that maximizes 
motivation and avoids unnecessary conflicts.

Focus on motivation

SOFTHOUSE | LEAN MAGAZINE 11
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 Pseudo-Team
•	Common	purpose	including	a	charter
•	No	coordinated	action

 Working Groups
•	No	common	purpose	…	other	than	
 to complete the task at hand
•	Focus	on	individual	performance
•	 Incremental	results

 Potential Teams
•	Collaborative	effort	but	no	mutual	

accountability
•	 Ineffective	in	overcoming	barriers
•	 Incremental	results

 Real Team
•	Complementary	skills
•	Commitment	to	team	purpose	&	

performance
•	Mutual	accountability	&	ability	to	

overcome barriers

 High Performance Team
•	Additionally,	deeply	committed	to	

one another’s personal growth

From “The Wisdom of Teams” 
Jon R. Katzenbach and Douglas K. Smith

Types of teams
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Relations in three dimensions

Fundamental Interpersonal Relations Orientation – FIRO

FIRO is a theory of interpersonal relations, 
introduced by William Schutz in 1958. According 
to the theory, three dimensions of interpersonal 
relations are necessary and sufficient to explain 
most human interaction. The dimensions are 
called Inclusion, Control and Affection. These 
categories measure how much interaction 
a person wants in the areas of socializing, 
leadership and responsibilities, as well as more 
intimate personal relations. 

FIRO describes how a team evolves through 
the three phases, describing the emotional 

state of the team members, important transi-
tion criteria for the team to advance into the 
next phase as well as style of leadership that is 
recommended to be applied to accelerate the 
team evolvement into the “Affection” phase. 
This is where a team needs to be in order to 
become truly efficient. That means, by knowing 
the team intimately and being aware of its 
stage of evolvement, a Scrum Master is able 
to facilitate the team to become more efficient 
and mature faster.

SOFTHOUSE | LEAN MAGAZINE12

The Team and Scrum 
In the publication “The Wisdom of 
Teams,” Jon R. Katzenbach and Doug-
las K. Smith put forth the following 
definition of a team:

 “A team is a small number of peo-
ple with complementary skills who are 
committed to common purpose, set of 
performance goals, and approach for 
which they hold themselves mutually 
accountable.”

The Scrum framework caters very 
well to this definition by advocating a 
seven plus-minus-two people, cross-
functional team with all the necessary 
skills to build the chartered product. 
Also, Scrum places the commitment 
and accountability of delivery on the 
team collective, i.e. a team succeeds or 
fails together.

For a team to reach high levels of 
productivity it needs to be healthy, 
which in everyday work means, for 

example, a minimum of politics, clar-
ity about the priorities, high morale 
and a minimum turnover of proficient 
people. In “The Five Dysfunctions of 
a Team”, Patrick Lencioni writes down 
the five trademarks of a truly cohesive 
team:

They trust one another.
• They engage in unfiltered conflict 

around ideas.
• They commit to decisions and plans 

of action.
• They hold one another accountable 

for delivering against those plans.
• They focus on the achievement of 

collective results.
Again, Scrum complies, clearly provid-
ing directives for the latter three trade-
marks. However, we cannot count on 
Scrum to give us insight into how to 
evolve our teams to become truly co-
hesive. For this we need other tools.

>>

>>
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FIRO – The three phases of team evolvement. Moving from Inclusion through Control and reaching 
Affection demands skilled leadership and a team of people that understands and deals with psychologi-
cal factors such as trust, openness, respect and loyalty. Even after reaching the state of Affection, the 
struggle is to remain there, since change in the form of team member circulation, tasks within new 
domains etc. easily casts the team back to Control or even to the Inclusion phase. 
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The Five Dysfunctions of a team – FDT

Pinpointing the dysfunctions

In “The Five Dysfunctions of a Team”, Patrick 
Lencioni talks about the fundamental principles of 
teamwork and how to diagnose and cure the five 
dysfunctions that effectively can undermine a team.

• Absence of trust 
• Fear of conflict
• Lack of commitment
• Avoidance of accountability
• Inattention to results

Starting with a lack of trust among the team mem-
bers, each dysfunction builds on one another and if 
not properly managed, leads into the next one. The 
clear message is that trust is the cornerstone of all 
teams. It may sound obvious, but how many cor-
porate structures, particularly with regard to reward 
and recognition, reward trust and cooperation rather 

than competition? In his book Lencioni 
also provides a self-assessment test 
and offers suggestions as to how to 
overcome the five dysfunctions. 
This is an easy first step for 
any team to get a snapshot 
on the team performance 
and a starting point on 
tackling the dysfunc-
tions that might 
be hindering the 
team from per-
forming more 
efficiently.

The Softer Toolbox 
Putting together a box of softer tools 
dealing with different psychological 
aspects of group dynamics, one could 
end up with FIRO, SDI or “FDT”, 
which are described in detail in the 
fact boxes with this article.

These three tools deal with three 
different but closely interrelated 
aspects of team dynamics. A team 
that uses these tools in order to 
increase communication, under-
standing and respect for each other 
in everyday work, is more likely to 
achieve the state of high productivity 
that we all strive for.

As a leader and guarantor of 

effectiveness of the Scrum process, the 
Scrum Master, in addition to being a 
proficient Scrum practitioner, needs 
to be able to adapt his leadership to 
match the maturity and emotional 
state of the team. 

A vital part of the life of the Scrum 
Master then becomes to act as a cata-
lyst for the bonding process of the 
team, guiding it into the state of self-
organization and high productiv-
ity built on the foundation of trust, 
conflict resolution, commitment and 
accountability. 

Or to summarize: to master this 
requires the possession of a soft tool-
box and the knowledge to use it! 

>>



Suns and black holes
Some years ago, the team I belonged 
to was called in to help what the com-
pany itself referred to a “dysfunctional 
organization.” Our job was to make an 
analysis, and propose actions to make 
the employees act as members of a 
single team again. 

By coincidence, we met another 
partner – some days before this assign-
ment started – who we can call Chris. 
He made us familiar with a metaphor 
he used; he called it “suns and black 
holes.” (My guess is that the famous 
hit song “Black Hole Sun” from 1994, 
by the Seattle band Soundgarden, was 
a source of inspiration!)

Giving or draining energy 
Chris’s message was clear: look for 

the suns of your employees’ dai-
ly working life! Ask them: “Which 
things, meetings, and people fill you 
with new energy?” And then follow 
up with the question: “What are the 
black holes that drain you of energy 
and creativity, and just make you want 
to stay in bed?” 

Hence, we proceeded by performing 
a 30-minute interview with each and 
everyone of the staff. When we asked 
them about the suns and black holes of 
their working life, a coherent picture of 
the situation quickly emerged and gave 
us something to start working with. 
pipeline and traffic control tower

The 
power of 
meTaphors
During my work as a business improvement consultant for the last 15 years, it 
has often struck me how powerful simple metaphors may be in order to get a 
sustained change in behavior among the personnel. To prove my point, I will 
tell you two stories from my professional life.

15

✏ By Anders Sixtensson, Business Unit Manager at Softhouse Consulting
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Eliminating the black holes 
The similarity is obvious between suns/
black holes on one hand, and value/
waste in the Lean message on the other. 
However, our focus was to maximize 
energy and remove all the drainers. 
Some of the black holes required five of 
the classic “why?” questions to make it 
possible to drill down to the underly-
ing problem. The action plan became 
very simple: highlight and spread the 
suns, remove and design work-arounds 
for the black holes! In order to achieve 
this, we set up stepwise achievement, 
changed goals and just got going. 

During this period, we often sent 
a thankful thought to our colleague 
Chris. With the help of the strong 
metaphor which he had created, we 
were able to minimize the effort from 
both parties, which was needed to ini-
tiate the process of change.

Air traffic control
Not very long ago, I was once more en-
gaged in a project in which a metaphor 
was used as a cognitive and motiva-
tional tool. In this case, air traffic con-
trol was the metaphor that helped us 
and the client to understand what we 
needed to do. Thus we installed virtual 
traffic control towers, radar screens,  
pilot training and starting checklists. 

Finding the right principles
The problem we tried to solve was 
a common one. How do you maxi-
mize the total output from a pipeline 
of development resources, consider-
ing a lot of ongoing projects are be-
ing performed in parallel and resourc-
es are moved back and forth between 
projects, while in addition business 
management always complains and 

demands a tighter delivery schedule 
from all these resources?

Our starting point was to find the 
right lean principles to manage the 
flow. Our conceptual solution con-
tained the following:

1. A starting checklist.  
Do all stakeholders understand the ob-
jective, scope, resources, dependencies, 
use of critical resources? Can we man-
age the project in a short lead time? 

2. A decisive team. 
It is essential that the team owns the 
take-off decision and that it is able 
to act promptly on deviations in all 
ongoing projects. It should contain 
members from the business, resource 
owners, tech specialists as well as veri-
fication and production specialists. 

 3. A business-oriented team. 
This team will be responsible for main-
taining the list of projects not yet start-
ed. These guys do the business cases 
for new business projects vs. mainte-
nance projects vs. architectural clean-
up vs. system life cycle actions. And 
they rank all these things by priority in 
a single list. (This is basically the same 
job as the Product Owner does in 
Scrum, but in this case the team plays 
the role of a Business Owner.)

Motivating metaphor
Rather early in this lean change project 
some clever person saw the similarity 
to air traffic control, and thus we start-
ed to use this metaphor to present our 
proposed solution. The reaction from 
our client was immediate. Apparently, 
the aviation theme stirred everyone’s 
imagination! We received questions 

>>
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like: “Who has the authority to shoot 
the planes down? Should we build an-
other runway?” etc. 

Our client has since stuck to the air 
traffic control metaphor. For example, 
they use what they call radar screens 
in the form of simple excel sheets. Just 
as the radar screen at a busy airport 
summarizes all the ongoing action, the 
excel sheets show all ongoing projects 
and activities. Once a week, all the 
activity leaders submit a simple report, 
showing the overall status as green 
(“on plan”) or yellow (“needs help”) or 
red (“problems – needs a new scope!”). 

Green, yellow or red
The air traffic control teams have 
weekly meetings and perform a walk-
through of all ongoing activities. No 
time whatsoever is spent on the green 
ones. Instead, all actions and decision 
are made for the yellow and red ones. 
When ready, the air traffic control 
teams look at a queue list of not-yet-
started projects and raise the question: 
“Should we start something new to-
day?” By using the starting checklist a 
new activity may be started. 

It is crucial that all traffic control 
team members do their homework 
before the meeting, for example read-
ing all the weekly reports (max 10 min-
utes per report) and looking into the 
queue list. With preparation done and 
using a structured meeting moderator, 
the weekly meetings seldom exceed 
one hour. A typical size is to have max-
imum 20–25 ongoing projects before 
you ought to split up in a new delivery 
pipeline and traffic control tower. But 
of course, size, dependencies, the pos-
sibility of frequent deliveries, etc., will 
set the conditions.  

Fact box

Metaphor: Figure of speech that implies comparison 

between two unlike entities, as distinguished from simile, an 

explicit comparison signalled by the words “like” or “as.”

Source: Encyclopædia Britannica 

In cognitive linguistics, conceptual metaphor refers to the 

understanding of one idea, or conceptual domain, in terms 

of another, for example, understanding quantity in terms of 

directionality (e.g. “prices are rising”). A conceptual domain 

can be any coherent organization of human experience. This 

idea, and a detailed examination of the underlying proc-

esses, was first extensively explored by George Lakoff and 

Mark Johnson in their work Metaphors We Live By.

Source: Wikipedia
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Lean Magazine (LM): Last time we 
met, you had ideas about improving 
the visibility of the build process. What 
are the results so far?
Eklundh: Previously the build process 
was automatic, but we did not know
much about the content in each build. 
We have now introduced CM
Synergy and CM Change fully in the 
development and build process.

When a requirement is accepted by 
the development project, it is added 
to CM Change as a Change Request 
(CR) and then assigned to one or 

more developers, when appropriate, as 
a set of tasks.

After a task is completed by a devel-
oper, it is automatically included in 
an automatic build. The management 
can then compare the content of the 
latest build, as shown in the build log, 
to the project plan.

Typically a SCRUM burn-down-
chart can be automatically updated 
after each build.

How is this detail, i.e. the automatic 
follow-up, accepted by the developers?

Do you 
WASTE 
MANAGEMENT
rESourcES?

Management resources are often a scarce resource in a company. Nevertheless, 
many enterprises have a huge waste in this area. The Malmö-based company 
Telelogic has focused on this problem, and recently made progress in improv-
ing the automatic build and test process. Ola Eklundh, an experienced CM at 
the company, shares some of his experience with Lean Magazine readers. 

✏ By Anders Persson,  www.bsharp.se
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Do you 
WASTE 
MANAGEMENT
rESourcES?

✏ By Anders Persson,  www.bsharp.se

>>

Initially there was some scepticism, 
but now the developers appreciate the 
fact that they can work undisturbed 
as long as everything proceeds accord-
ing to the project plan. They can also 
count on immediate help from the 
management if necessary. The devel-
opers see this as a safety net since they 
know that if something is not going 
according to plan, the management 
will be able to take appropriate ac-
tion at an early stage, for example to 
re-organize, add resources or change 
the requirements.
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>> Furthermore the management can 
now focus on helping the developers 
in any problem areas.

From a lean perspective this is really 
a removal of waste since the manage-
ment will work with something that is 
important for the customer. They can 
spend less time on manually collecting 
the status and avoid disturbing devel-
opers that are on track.

What tools do you use?
Eklundh: We use Telelogic’s own tools 
CM Synergy and CM Change, which 
have been adapted to suit our specific 
needs for presenting results, etc.

How do you split the CRs into tasks?
We try to split the CRs into tasks that 
are individually testable from a user 
perspective. Then we can add test cases 
that verify the features added by the 
developers. Of course, at some level 
the tasks will be module requirement, 
which cannot be tested as user require-
ment. But when that kind of task is 
added to a build, it is important that 
we automatically detect any regression 
in the test suite – even if we are not 
able to verify the added code. From a 
project-management perspective we 
focus on features that the customer 
can see.  

For further information about automatic 
testing, see Lean Magazine #2 – “Reduc-
ing haste by removing waste.”



Benefits of automation – some tips from Ola Eklundh

1. Routine work gets done
“In general, routine work is a good candidate to 
automate. First we establish a vision of the result and 
what we will gain. We then take small steps towards 
the goal, which hopefully will give a quick pay-off on 
our investments.

There are numerous advantages with this automa-
tion: First of all there are fewer errors since there is 
no human intervention in the work, and of course we 
are not dependent on somebody being present to get 
things done.”

2. Efficient documentation 
“The automation is also a good way of documenting 
the process in a company, which is very useful consid-
ering the present-day high turnover in personnel. This 
documentation of the process we know is correct by 
definition. 

Also, release documentation will be more correct and 
easier to write if this procedure is introduced.”

3. General efficiency
“Furthermore, automatic processes are most often 
more efficient than manual work and can be done dur-
ing out-of-office hours when we have a lot of computer 
resources for free.”

4. Better control
“With an automatic process and presentation of the 
information, we get a very good grasp of the status of 
the project. Everybody has the possibility to always be 
updated on the current status and we have a common 
understanding of the current situation. This makes 
discussions and the following decisions well thought 
through.”

A WORD OF CAUTION
”One should, however, be observant when starting 
to automate processes. It is important that the tools 
are a help in the work and also that they do not take 
control of the process. This is why I most often start 
automating only upon the request from developers or 
management.” 

“What we automate is every-
thing that can be automated.”

Ola Eklundh, Telelogic
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Ola Eklundh, CM at Telelogic, an IBM company
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Scrum Master Kit

Order the first issues of 
Lean Magazine!
Lean Magazine #1 and #2 has 
been extremely popular, so 
we have printed new batches. 
You can order your copy of the 
earlier issues if you missed 
them. Just send an e-mail to 
leanmagazine@softhouse.se with 
your name and postal address, 
and we will send you free copies.

“It's a board game! It's a jigsaw puzzle! No, it's 
Softhouse's Scrum Master Kit!”  The sturdy, orange 
box attracts curious looks wherever it is displayed.

The Softhouse Scrum Master Kit has been put together 
to help newly fledged Scrum Masters as well as experi-
enced teams to get their project up and running as quickly 
as possible. The kit contains a set of practical items and 
stationery, which support the team in their daily meetings, 

and facilitate the setup and maintenance of the Product 
Backlog and the Task Board.

Ever since Softhouse introduced the kit last fall, it has 
been greatly appreciated by the participants of their train-
ing courses, e.g. CSM Certified Scrum Master. 

In addition, the company have started to use it 
routinely together with their clients during Scrum-based 
development projects. Read more about it at 
www.softhouse.se/scrumkit/

Please note that the Scrum Kit is distributed exclusively to 
the course participants, clients and customers of Soft-
house. Thus it is not yet sold separately.

“I was very impressed by 
your Scrum kit. It was not 
only well done and accu-
rate, but all of the pieces fit 
together very well.”

Ken Schwaber, co-founder 
of Scrum (see page 4)
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•	Jeff	Sutherland	on	Scrum	in	Larger	

Organizations.
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Multi-Project Environments.
•	Experiences	from	successful	implemen-

tation of Agile and Lean.

Highlights from Lean Magazine # 2:
•	Mike	Cohn	on	building	the	backlog.
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“I have fun and it 
keeps me focused!” Scrum course
Don’t forget to check out the cartoons everybody 
is talking about, published on the Implementing 
Scrum blog. They are the brainchild of Mike Viz-
dos, Certified Scrum Trainer, who works in coop-
eration with the cartoonist Tony Clark. 

Vizdos not only uses these comic strips to give 
punch to his blog entries, but also during his training 
sessions.

“As an educational tool, I find it helps connect with 
people at different levels all the time. It also helps 
to be able to have some fun with the professional 
aspects of what we do,” says Vizdos.

How did you first come up with the idea of 
creating a cartoon?

“There are a lot of people with a niche in the Agile 
and Lean world we all work in. Part of the idea was 
to allow me to have an unedited, sometimes politi-
cally incorrect, voice in the community. I remem-
bered the over-used story about the chicken and pig 
and thought: ‘Hey, there is nobody out there doing 
this right now!’ Most of my peers thought I was 
crazy when I started it; actually most still do. I am 
OK with that. I have fun and it keeps me focused.”

When planning a Scrum course last spring, 
Staffan Persson, consultant and trainer at Soft-
house, had a brainwave: Why not organise the 
whole two-day course as a Scrum project? The re-
sult was a great success both for him and for the 
participants.

“When I had the idea,” says Persson, “I talked to the 
team leader – who thus in this case had the role of 
Product Owner. We discussed what the focus should 
be during the first day, when we had two three-hour 
time boxes, and this resulted in a prioritized product 
backlog.”

As a quantitative measure Persson and the client 
used what they called “slide points,” which indicate 
how many PowerPoint slides are needed to cover a 
topic. For example, the introduction needed seven 
slide points, which according to Persson’s rule of 
thumb (20 slides per hour) is the equivalent of about 
20 minutes.

When the course participants arrived in the class-
room, a sprint backlog for the first day was posted on 
a task board there. As the course developed, Persson 
moved tasks from “not started” to “started” and 
eventually to “done.” Every hour a short daily Scrum 
was held to update the burn-down chart and to fine-
tune the day’s objectives. In preparation for day two 
a short retrospective was held, leading to a group 
planning session. Here Persson presented the rest 
of the Product Backlog, from which the participants 
democratically selected the most interesting tasks 
to work on and thus created a Sprint Backlog for the 
next day.

The experiment resulted in extremely positive feed-
back from the participants, and Persson believes that 
the concept has development potential.

“Of course, it’s important not to take the organiza-
tion of the course too seriously, so as to focus on the 
structure rather than the content. But it was a useful 
and satisfying element, which genuinely provided 
participants with the chance to give feedback on the 
course content.”



I pad barefoot down the corridor, adjusting my belt. 
My mind is empty. I’m aware only of a pleasant 
sense of expectation in my stomach and the soft fra-
grance of clean cotton wafting from my robe. 

After a difficult week of project work against the 
clock there’s no better form of relaxation than a 
hard workout. Stiffness and tension melt away as 
the body warms up. Blows become more accurate 
and the mind’s confused buzzing stills to a focussed 
calm where everything is simply HERE and NOW. 

Finding your concentration is not difficult here 
at the jujutsu club. Japanese sports halls are always 
spotless and fresh. For anyone who knows about 
Lean, it’s easy to see the connection between the 
Spartan, well-ordered environment in the dojo and 
the Toyota employee’s gleaming toolbox.

Lean thinking permeates Japanese martial arts. I 
have come to realize this after many years of train-
ing at black-belt level. Today I can point out the 
difference between really good technique and fairly 
good technique. It’s not so much a question of what 
you do as what you don’t do. Every manoeuvre 
has to be utterly to the purpose and free from any 
unnecessary muscle movement. Quite simply, it’s a 
matter of reducing muda.

And one fine day, when there’s no muda left, you 

find you can apparently flout the laws of nature. 
One example is harai goshi, a high body throw 
where you fling your opponent away like a sack of 
potatoes. The first few times that you stand there 
on one leg trying to throw your training partner, 
it’s incredibly hard work and you can’t imagine 
how anything will make it happen apart from the 
utmost physical effort. But the more you polish 
your technique, or in other words work at reducing 
muda, the less physical strength is needed. 

As a youth instructor one of my most impor-
tant tasks is to notice superfluous movements and 
make the students aware of the need to eliminate 
them, rather than rectify movements that they’re 
making slightly incorrectly. If you practice a tech-
nique using unnecessary movements, the technique 
won’t work optimally. It may be that your balance is 
wrong, or that you’re standing in the wrong place, 
or that you’re working in the wrong direction. 
Whatever it is, it takes a lot of time to understand 
why things aren’t working. Often you try to com-
pensate by adding more movements or – unnec-
essarily – by changing the movements that you’re 
actually doing right. If you’ve ever worked in a dys-
functional organization, you can probably see the 
analogy …

I step into the dojo, perform the greeting cer-
emony and sink to my knees. Now I disappear into 
the darkness behind my eyes. The here and now 
grows and I crawl into it as if it were a sleeping 
bag. C++, agile, Scrum and Toyota become empty 
concepts with no weight or meaning. At this very 
moment they are muda, just muda!  

Christian Pendleton 
Senior Consultant
2 dan jujutsu
Softhouse Consulting 
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