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A gile methods have achieved 
tremendous success in their 
development and are now 

utterly dominant in their original field 
of software development. Today we are 
seeing how these ideas are spreading 
like wildfire, showing up in all sorts of 
business areas: marketing, HR, sales, 
customer support.

For this reason, we have chosen 
‘Agile Business’ as the main theme of 
this issue, and we are going take a look 
at what’s happening outside compa-
nies’ development departments with 
regard to Agile methodology.
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We begin with an article about Bob 
Gower, who for many years as a busi-
ness consultant has been using Agile 
methods to improve different parts of 
organizations – an experience that has 
led to his book Agile Business, where 
he aims to explain Agile in terms that 
will appeal to business people. We then 
look at an international group which is 
in the process of carrying out what is 
probably one of Europe’s largest Agile 
transformations: the energy company 
EON – which is switching most of 
its entire multinational organization 
to Agile practices.

We have also been privileged to talk to 
Nathan Furr, author of books on inno-
vation, on how the Lean Startup con-
cept can be used as a tool for increased 
innovation in large companies.

As usual, we have many other small-
er articles in this issue covering every-
thing from how research companies 
are working in an agile and digitized 
world, to a board game about Continu-
ous Delivery, and we hope that you will 
all have as much fun reading this issue 
as we had when we made it.

The future is agile



In the air tonight…
Time for Agile Business 
to change the world

I can feel it coming in the air tonight … If you are 
as old as I am, you probably remember the Phil 
Collins classic hit song from 1981.The line from the 
song bubbles up in my mind as I read through the 
articles in this edition of Lean Magazine. “It’s actu-
ally happening now,” I say to myself. “Sixteen years 
after the Agile Manifesto, the agile mindset is final-
ly making its breakthrough outside software and IT 
departments. It’s time for Agile Business to make 
an entrance!”

This agile breakthrough will definitely be a bewil-
dering experience for managers, accountants, mar-
keters and lawyers. They’ll be forced to abandon their 
mindset based on the waterfall model and on pin-
point navigation, and adapt to a world of increas-
ing uncertainty where the course ahead has to be 
adjusted continuously. For this reason they will need 
the support, knowledge and experience of those of 
us who have been living with Lean & Agile for a 
long time.

 Here at Softhouse we recently went over what 
our particular flavor of Lean & Agile means for our 
own company. We summed it up in four points:

• Value creation
We optimize our value creating activities 
through limited deliveries with contin-
uous feedback. The customer is always 
responsible for prioritizing what is to be 
delivered.

• Taking the long view
Modern technology and new working methods are 
our passion, but we use only what has ripened to 
the extent that it creates real value for the customer.

• People first
We create technical solutions and ways-of-working 
that are adapted for end-user needs, that are easy 
to understand, and that lower everyday stress levels 
rather than raising them.

• Cooperation
Our business is based on cooperation in groups 
where professionals with complementary skills and 
knowledge work towards a common goal. In short, 
we apply the three musketeers’ motto: “One for all 
and all for one.”

On the other hand, the next line of Phil Collins’ song, 
“I’ve been waiting for this moment for all my life”, 
is not something I can identify with. I managed to 
work for more than a decade in the IT world before 
the Agile Manifesto was compiled in a ski hotel in 

Snowbird, Utah. It may actually have some 
value in itself, this fact of having experi-
enced what working life was like “before 
Agile”. In a few decades, such people will 
become increasingly rare in all types of 
business – of that I am certain!

 Bengt Gustavsson

We begin this edition of Lean Magazine with a few words from Bengt Gustavs-
son, CEO at Softhouse. Bengt has a non-technical background but has long been 
a great enthusiast of Agile methods, and for him it is particularly welcome to see 
that Agile ideas are spreading to new parts of the business world.
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“I really wanted to write about 
Agile in a way that business peo-
ple would understand because I 
wanted them to have this pow-
erful tool set!” says New York-
based design consultant Bob 
Gower. In his book Agile Business: 
A Leader’s Guide to Harnessing 
Complexity he merges his busi-
ness experience with a passion 
for Agile, and takes the mind-
set beyond the software and IT 
departments.

Bob Gower can still remember his reac-
tion when he first encountered Agile 
thinking:

“I fell instantly in love because it fol-
lowed certain theoretical principles I’d 
been reading about for years in complex-
ity science and systems theory literature,” 
he says. “And yet it also solved some very 
real-world problems I’d been having in a 
very practical way; I began to feel like a 
skilled manager and leader for the first 
time in my career thanks to Agile.” è

Opening 
the world of Agile 

to business people

Interview by Gustav Bergman
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Bob Gower is a mem
ber of the The Ready, an 
organization design and 
transformation part
ner that helps compa
nies change the way 
they work. He is an au
thority on agile devel
opment and lean theo
ry, and the author of the 
popular book Agile Busi
ness: A Leader’s Guide to 
Harnessing Complexity, 
which is an engaging in
troduction to Agile De
velopment from a busi
ness perspective. The 
book is available at Am
azon at:
http://a.co/5BOEfov

è Instant attraction to Agile
As a young man, Bob Gower tried his 
luck in many professions, including 
teacher, stone mason, carpenter, and 
taxi driver. Finally, he decided to build 
a real career in design. Among other 
things, he was a design director at the 
newspaper SF Examiner for several 
years. Like so many others, he eventu-
ally transitioned into the digital space. 
Here he worked on early web presen ces 
for companies such as Elance, HBO, 
Newsweek, and MSNBC. 

“I liked design but kept finding 
myself in management roles,” Bob 
Gower recalls. “I kept getting promot-
ed out of what I did well, into positions 
that required skills I didn’t have.” 

As a result, he went back to school. 
Here he earned an MBA that empha-
sized green and sustainable business. 
It was here that he discovered systems 
theory.

“I began to learn about the various 
ways organizations could be struc-
tured,” Bob Gower says. “I also devel-
oped a keen sense that most organiza-
tions were fundamentally flawed and 
that this leads to bad outcomes for 
people and planet.”

After graduating, the opportunity 
arose to manage a product for a start-
up that a friend was starting. It was 
here that he began experimenting with 

Agile – something he’d only read about 
before. The attraction was immediate 
as the mindset felt very close to his 
own and it seemed to offer solutions 
to various problems he had been strug-
gling with. After working at a couple 
of startups as a product manager, he 
finally decided to take the plunge and 
become an Agile consultant.

“The result of this was that I came 
to Agile from a business and organi-
zational design background, whereas 
most of the people I worked with in the 
Agile consulting world were technol-
ogists,” he says. “You could say I came 
at the material from a different angle. ”

Building a bridge between   
professions
During this early work, he kept not-
ing one crucial fact: that Agile is more 
about mindset than any specific prac-
tice set like Scrum, XP, or Kanban. In 
addition, it made him incredibly frus-
trated to see the cultural rift in his 
clients’ organizations – the business 
people apparently had a hard time 
understanding what the technology 
people were trying to do. The idea of 
a book was born as Bob Gower real-
ized that his experience had given him 
a unique position to see things from 
different angles.

“I decided to write this book to 
help translate the technology world to 

“I see Lean & Agile as 
incredibly powerful business 
paradigms that are almost 
essential to doing business 
in the current world”
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Benefiting from the mindset
Bob Gower thinks that companies can 
benefit from Agile methodology and 
principles in many areas outside the 
IT and software departments.

“In my current work you’re as like-
ly to find me with marketing, legal, 
and HR as you will with technology; 
I even worked with a group of loco-
motive engineers recently,” he says. 
“The Agile principles may have been 
first developed in software because 
it was the fastest moving part of the 
business world. But today we are all 
moving fast! In every discipline and 
in every sector small teams collabo-
rating to deliver work in small incre-
ments will improve speed and quality 
while limiting risk. You don’t need to 
always use a full suite of Agile prac-

tices. But most organizations would 
benefit from adopting some of the 
mindset and a few core practices.”

Looking forward, Bob Gower believes 
that the Agile way-of-working is 
becoming the norm. 

“Most businesses are already adopt-
ing some agile tools and some, like 
GE, are investing deeply in them. For 
many millennials it’s just the way busi-
ness should be done. I think you’ll see 
this style of working more and more 
whether it’s called agile, responsive, 
or emergent, or one of the popular 
brand names out there like Scrum or 
Holacracy. Agile is a trend that hasn’t 
yet hit full maturity but I think you’ll 
see it increasing in reach quite rapidly 
in the coming years.” n

“Agile requires a shift in mindset and behavior.

Both are challenging. We humans are creatures of habit 
and our organizations have codified bad habits into culture 
and policy. So when you want to change your organization, 
you’re fighting a great deal of inertia. 

Sometimes this inertia is a leader who is unwilling to be 
kind and real with their people and actually trust them to 
do the right thing, so they grip onto their authority.

Sometimes this inertia is a policy or a process that is ‘the 
way we do things around here’ that no one is willing to 
change. Or sometimes it’s individuals who are unwilling to 
take initiative. 

Our biggest problem sometimes is determining the root 
cause of, and possible solutions for, individual issues like 
these. It’s one of the reasons we developed the OS Canvas 
because it can give us a much more holistic view of both 
problem and solutions.”

Bob Gower on facing the 
challenges of Agile transformation

“They want to get moving really fast before they 
really understand the opportunity of change or 
truly share a vision. For this reason we work with 
all of our customers to create a Change Coalition 
made up of a cross section of leaders and doers 
inside the organization. We map the current orga-
nization and develop a shared vision and working 
rhythm together. 

We want leaders to model a new way of working 
themselves before asking their teams to change. 
This creates empathy in the leader and signals to 
everyone else that they are serious about this. 

But building a coalition and developing a deep 
understanding of an organization’s current state 

takes time and focus. If you just start changing 
things you’ll step on landmine after landmine like 
alienating key people or getting rid of a process 
that has real but hidden value. 

You also may miss things that will block forward 
motion like funding models or long range planning 
processes that favor big batch product delivery. 

You need to go slow, learn, and then start exper-
imenting with pilot projects to see what works 
and what doesn’t and to really enroll the orga-
nization. Building momentum slowly is the key 
or as the Navy SEALs say ‘slow is smooth and 
smooth is fast’.” 

Bob Gower

“Activity 
shouldn’t 

be confused 
with change” 

business people,” he says. “I see Lean 
& Agile as incredibly powerful busi-
ness paradigms that are almost essen-
tial to doing business in the current 
world. I really wanted to write about 
Agile in a way that business people 
would understand because I wanted 
them to have this powerful tool set.” 

One of the biggest organizational 
dysfunctions Bob Gower observed was 
the wall between IT and the business. 

“In pure software plays this has 
diminished because engineers have 
learned business language and tools,” 
he says. “But I felt the information 
could flow the other way too, and 
business leaders could learn technol-
ogy tools. It’s a long road and we’ve 
barely gotten started!” 

Although Bob Gower’s personal 

business experience was mostly with 
smaller organizations, he today also 
works with large companies such as 
GE. His book seems to focus mainly 
on startup companies, but this is more 
of a way for him to reach through with 
some important messages to organiza-
tions of all sizes.

“Actually, I was speaking to product 
leaders on the business side inside of 
large enterprise level organizations,” 
he explains. “I want to teach them the 
language and tools of startups and 
help them collaborate with the tech-
nology people. Large organizations 
need this more than almost anyone 
else. They are so vulnerable to startups 
and rapid technological shifts. Look 
what happened to RIM, Garmin, and 
so many others!”
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EON EON

German energy corporation E.ON is get-
ting ready for the future by implementing a 
corporate-wide agile transformation. Lean 
Magazine got in touch with two of the stan-
dard-bearers: Meggie Revesjö and David 
White.

A changing society, rapid technical innovation and 
environmental concerns – the energy market is going 
through a far-reaching restructuring. For the major 

electric utility service providers, such as the Ger-
man giant E.ON, this means both opportunities and 
challenges. To be able to respond more quickly to 
the needs, demands and constraints of the market, 
the company is now defining its own flavor of Agile 
Business. Not surprisingly, the entire process started 
in the IT department where management initiat-
ed a local transformation project back in 2010–2011.

Different backgrounds
This initiative also meant the start of the profes-

Transforming 
E.ON 
into an

“It’s crucial to find the right advo-
cates and deliver success stories”

sional collaboration between Meggie Revesjö and 
David White. Before their career paths converged 
at E.ON, the two agile coaches had quite different 
professional experiences. Meggie had been around 
working with IT since 1995 as a consultant. For her, 
the agile journey started in the early 2000s as she 
became a project manager in agile projects. 

“That showed very quickly the benefits of execut-
ing projects using Scrum,” she recalls. “But at the 
same time, it also demonstrated all the pitfalls when 
you operate in ‘water-scrum-fall’ environments.” 

Dave, on the other hand, describes himself as an 
old hand in IT with more than 30 years of experi-
ence. He got involved in RAD methods back in the 
1990s when he was a developer, and then with Agile 
early in the 2000s. 

“I’ve worked for startups as well as large corpora-
tions and spent time as a self-employed consultant,” 
he says. “To be honest I can’t imagine going back 
to the old, traditional culture, methods and ways of 
running a business.” è

By Gustav Bergman and Staffan Persson
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èHelp from the agile community
When the agile transformation 
started at E.ON in 2011, the aim of 
the company’s IT Management was 
to improve the whole project pro-
cess. The agile advocates in the com-
pany successfully pitched their ideas 
on how to run things. They managed 
to convert a senior manager into a 
champion for their mindset and 
methods, and so things were able to 
get up to speed.

“In the beginning we started running projects 
using Scrum, developed essential training in-house, 
and created an agile community of practitioners,” 
says Meggie Revesjö. “When we reached enough 
volume of agile activities, business started to be 
involved. Last year the agile transformation ini-
tiative became official. Now we’ve got the ‘good 
enough’ agile awareness in our company as well as 
a new strategy and focus for E.ON. In addition, 
another senior manager is willing to sponsor our 
ideas. From now on, we can target our efforts in the 
new way-of-working.”

The main source of knowledge and new insights 
for Meggie Revesjö and David White has been the 
wider agile community, in which they are both deep-
ly engaged. In addition, they keep in touch with their 
old colleagues and network at conferences, where 
they also often give presentations. 

“I suppose we absorb ideas from all over,” says 
David White. “I wouldn’t say that we’re inspired by 
anyone in particular – just by the changing world 
and by each other. Meggie and I are very different 
people, so we make a good team!”

The Agile change team of E.ON has chosen not 
to base their transformation enterprise on the larg-
er frameworks SAFe, DAD and LeSS. At first, they 

looked into these, but soon decid-
ed that one size does not fit all. 
Instead, they have been building a 
framework of their own, based on 
the best practices they are picking 
up from other E.ON regions, oth-
er companies and their agile com-
munity.

“The British statistician George 
Box once said said ‘all models are 
wrong, but some are useful’,” says 
David White. “We feel the same 

way about proprietary frameworks. The whole point 
of agility is that you experiment, inspect and adapt 
to create something that works for you. It there-
fore seems incongruous to then implement some-
one else’s prescriptive framework.” 

Developing their own way-of-working
Instead, the Agile change team at E.ON has rather 
taken ideas from all the different frameworks, looked 
at what others are doing and then – most important-
ly – started by establishing values and principles. The 
ideas, methods and experience needed is not intellec-
tual property locked up in a vault – instead, it is free 
for the taking on the internet in thousands of blogs.

“Our protocol has been to start small, experiment, 
develop our own way-of-working, let it evolve and 
don’t try to make one size fit all,” says David White. 
“Different business areas and regions will evolve dif-
ferent ways of working around the common theme of 
agile business. Proprietary frameworks contain some 
good ideas, but they’re often implemented as totali-
tarian and prescriptive processes – and of course have 
become a vehicle for consultants to sell voodoo.”

The main goal is now to turn E.ON into an agile 
company. The agile change team aim to give the best 
support to all regions within the corporation. è 

”In the new 
world, IT is no 
longer a support 
function, IT is 
the business in 
many ways.”

The foundations of the new 
way-of-working at E.ON

Cultural change. 

Management change to 
servant leadership. 

Moving towards an Agile 
organization. 

Defining and implementing 
the right and necessary skillset.

Providing best practices for 
covering the whole timeline – 
from idea to product/service.

Meggie Revesjö and David White

“We did run a number of Scrum 
projects under the radar before we 
were really supposed to (as such, 
it was kind of a pirate movement!). 
This created a lot of grassroots 
pressure for a real revolution in how 
we work. I think the lesson is that 
you need to go and persuade se
nior management to get on board 
and create topdown initiative for 
change. You’ve got to do a lot of cold 
selling and persuasion, not just in IT 
but in the business as well. We’ve 

had really fantastic support from 
senior management once we got 
them on board with our revolution 
and we’re really grateful for that; I 
don’t think we’d have made prog
ress without. The point here is that 
agile IT and agile business make no 
sense separately – it has to be a 
holistic endtoend delivery model 
with the culture and organization to 
support it. In the new world, IT is no 
longer a support function, IT is the 
business in many ways.”

David White on getting management support 
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Do not try to copy solutions from other companies

Be inspired but find your own way and use your own 
people. Find senior management sponsors, involve the 
business and start to drive an agile mindset from there.

Start small, think big, learn fast

Be open-minded and courageous – the best solutions 
follow a sort of ‘guided evolution’ approach, so don’t 
be afraid to just start with some Scrum teams. The 
obstacles that they encounter are the organization-
al and cultural impediments that you have to knock 
down, one by one. 

People have to want the change and they have 
to own it

The agile transformation should not be yet another man-
agement-imposed initiative. As a result, it is obvious that 
management needs to actively sponsor you. Change is 
much more sustainable if you build in-house expertise 

è Thirteen local agile coaches from their group of
practitioners have been allocated as multipliers – 
training, coaching and bringing others on board. 

“During 2017 and 2018 we want to have three 
things in place,” Meggie Revesjö says. “Firstly, the 
right skills in all regions. Secondly, servant leader-
ship for self-organizing teams focused on delivering 
valuable products to our customers. And finally, the 
right organization enabling our business to have the 
proper capacity to respond to market changes and 
a sensitivity to change. As we have different Agile 
maturity, needs and priorities in the regions, it is up 
to local agile coaches and local business to decide the 
highest value and urgency of the above for them – and 
also the speed of implementing it in the regions. Our 
responsibility is to provide a starting framework, to 
coach and support when and where it is needed, and 
finally to share good practice and knowledge.”

Sowing the seeds for change
The industrial history of E.ON goes back almost a 
hundred years. The old, reliable business model was 

“As times 
change 
sometimes 
we all need 
a firmware 
upgrade.”

rather than throwing money at consultants; your own 
staff must have a passion for making the company a bet-
ter place. 

Handpick your advisors

The big consulting firms largely lack the mindset, culture 
and expertise in this field. You pretty much have to do it 
yourself along with the small specialist firms who really 
understand what Agile is about. 

Beware of so called Cargo Cult Agile

Don’t expect that Agile will happen by itself, just because 
you set up a framework. This stuff is 95% culture and 5% 
practice.

What Meggie and David have learned 
from E.ON’s Agile transformation

to generate power from fossil fuels and sell com-
modity. This model has now become obsolete with 
changing energy markets and growing environmen-
tal concerns.

“E.ON has now refocused on renewable ener-
gy and digital energy solutions,” says David White. 
“That’s an emerging marketplace and one that we 
need to shape in order to stay in business. I think 
the only constant thing in the future will be change, 
so I don’t see this as a one-off transformation pro-
gramme – instead, it’s about sowing the seeds for 
constant evolution and occasional revolution. I 
don’t see the world standing still any time soon. 
I think the vast majority of the company will be 
touched by this.”

Looking back at the work so far, the change team is 
especially satisfied with building an agile community 
within the corporation, spreading awareness, as well 
as bringing the existing brainpower and engagement 
into the light. But still there are challenges to deal 
with, for example E.ON’s organizational structure, 
middle management and culture. è
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Lean Startup 
– A dynamic formula 
for bringing ideas 
to market

Using Agile to boost innovation:

“We had a lot of early success with the Whole-
sale Gas business in Munich back in 2011,” recalls 
David White. “That proved to be a lighthouse that 
inspired many more since. We’ve also transformed 
the way that we deliver change in the Energy Solu-
tions business in Sweden. Now we see other parts 
of the company in other countries wanting to do 
the same. We’ve had a lot of great Agile projects 
that have brought our people closer together, bro-
ken down walls and delivered some great products. I 
guess the challenges are the same as in all large com-
panies trying to make this change. Corporate cul-
ture, processes, organization structure, the invest-
ment and controlling model are all built for the past 
industrial age. Changing those things isn’t easy!”

Involving the organization
As E.ON is a multinational industrial group, con-
taining organizations that have their own company 
history, corporate culture is not homogenous. This 
of course creates special challenges.

“I would say that in some countries or business 
areas, the hierarchal structure and processes are 
very strong,” says Meggie Revesjö. “In these cas-
es, it’s crucial to find the right advocates and deliv-
er success stories which prove it works and brings 
benefits. Culturally, we’re dealing with the remains 
of a demand and control world. Our solution is 
to involve as many as possible in agile movement, 
both from IT and business, and to show good exam-
ples and good alternatives to support the change 
to self-organization and empowerment. The lesson 
here is to think big but to start small – then you can 
break the resistance!” 

Every day, Meggie Revesjö and David White see 
the well-known challenges which the cross-cultur-
al communicator Richard Lewis described in his 
famous book When Cultures Collide.

“Sure, they’re challenges but that’s what makes 
the job fun,” says David White. “We work with so 
many different people in so many different plac-
es. They share some ideas and some problems but 
many are unique. It’s incredibly rewarding to listen 
to those people, to inspire them, to share the diffi-
culties and to celebrate the successes with them. I’ve 
worked in a lot of different industries and energy 
sector people really are some of the nicest that I’ve 
met. I think that all human beings operate on the 
same hardware platform. They’re just people – but 
as times change sometimes we all need a firmware 
upgrade.” n Interview by 

Gustav Bergman
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Secondly, we studied the world’s 
most innovative companies to under-
stand how they apply these tools and 
provide insights into how leaders and 
managers can apply them to improve 
their company’s ability to innovate. 

Could you give a short summary of 
the method in your book?

The first step in applying these ideas 
is to recognize that the tools of tradi-
tional management are built for condi-
tions of relative certainty, where man-
agers are trying to capture the value 
of a known opportunity. Traditional 
management tools work very well in 
a value capture context. But they work 
very poorly under conditions of uncer-
tainty when you are trying to create 
value rather than capture it. Accord-
ingly, you need to apply a different set 
of tools to manage the uncertainty of 
innovation. After that initial recogni-
tion we describe a series of steps – see 
box on next page. 

What would be the main difference 
if one tries to implement the method 
described in the book in a larger, more 
traditional company? è

Many business managers 
still hesitate to unleash 
the power of concepts 
like Lean Startup, design 

thinking, and Agile software devel-
opment within their organizations. 
Innovation experts Nathan Furr 
and Jeff Dyer decided to give them 
a push and wrote a hands-on book: 
The Innovator’s Method: Bringing the 
Lean Startup into Your Organization.

As academics, Nathan Furr and Jeff 
Dyer have studied the inner workings 
of both corporations and startups and 
analyzed the factors which make the 
difference between success and failure. 
They both observed that big compa-
nies often need better tools to man-
age innovation, while startups general-
ly have access to such tools. A couple of 
years ago, Jeff Dyer was a co-author of 
a highly popular book which provides 
a framework for generating ideas: The 
Innovator’s DNA. In the current book 
– which can be considered a follow-up 
– Nathan Furr and Jeff Dyer demon-
strate how to proceed to turn those 
ideas into reality through a success-
ful commercialization process. The 
Innovator’s Method, developed on 
the basis on their research, is an end-

to-end process for creating, refining, 
and bringing ideas to market for both 
startups and established companies.

Lean Magazine got in touch with 
Nathan Furr for some questions.

Hi Nathan! How did you and Jeff Dyer 
get the idea for your book and why did 
you select Lean Startup as the model 
for innovation within companies?

The Innovator’s Method is about how 
to manage the uncertainty of innova-
tion more effectively and efficiently. 
This is to improve your chances of suc-
cessful innovation while reducing the 
amount of time and money invested in 
the process. It comes from two sources:

Firstly, as uncertainty has increased 
around us over the last few decades, 
we studied several new frameworks 
that have emerged to help people 
innovate. These frameworks – such as 
design thinking, Lean Startup, Agile, 
and business model innovation – each 
provide crucial insights into the inno-
vation process. However, no single 
framework covers the entire innovation 
process. So in The Innovator’s Method 
we synthesize the best insights from 
these frameworks to provide a full view 
of the innovation process.

The Innovator’s Method: Bringing the Lean 
Startup into Your Organization
Based on their research inside corporations and suc
cessful startups, Nathan Furr and Jeff Dyer developed 
the Innovator’s Method, a process for creating, refin
ing, and bringing ideas to market. In their book they 
focus on the “how”–how to test, how to validate, and 
how to commercialize ideas with the lean, design, and 
agile techniques successful startups use. The book is 
available at amazon.com at: http://a.co/3sjdHyr

“In a big company, it’s the 
decision processes that 
protect us during execution 
mode which slow us down 
during innovation mode.”
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achieve it together. In a big company, 
it’s the decision processes that protect 
us during execution mode which slow 
us down during innovation mode.

In the future, do you think that all 
companies will apply methods like 
yours? Do you see any trends?

In my view, technology has increased 
the degree of uncertainty past a tip-
ping point such that we now face a 
difference in kind, rather than differ-
ence in degree. I think we will develop 
more tools, frameworks, and theories 
to manage this kind of uncertainty in 
the future. To me tools like Lean and 
Agile are just byproducts of the quest 
to manage this uncertainty. Although 
they are useful frameworks, they aren’t 
panaceas and they aren’t our final 
answer. We will spend the next centu-
ry developing even better approaches 
to manage uncertainty because uncer-
tainty is also an opportunity. n

“I think the concept of de-scoping 
and minimum viable product, or 
really decreasing the scope of what 
you are trying to do and doing it 
as quickly as possible is the most 
powerful contribution of Lean.”

The tools can absolutely be used by 
large corporations, and are also being 
used in this way. The main difference, 
or change that needs to occur to apply 
them, is in the leadership and culture 
of the organization. We describe this 
change in the book as a shift from seeing 
yourself as the chief decision maker to 
seeing yourself as the chief experimenter.

Which parts of Lean and Agile meth-
odology do you think are the most 
beneficial here?

I think the concept of de-scoping 
and minimum viable product, or real-
ly decreasing the scope of what you 
are trying to do and doing it as quickly 
as possible, is the most powerful con-
tribution of Lean. I think the idea of 
learning sprints is the real contribu-
tion of Agile. But it is important to 
understand that these frameworks are 
not panaceas. The whole point of The 
Innovator’s Method was to recognize 

that these frameworks are each “one 
blind man feeling one part of the ele-
phant”, as the proverb goes. That 
means that one framework isn’t the 
solution. Rather, it is the synthesis, as 
we described in the Innovator’s Meth-
od. Over and over, I watch companies 
adopt design thinking or Lean Start-
up and then later complement it with 
the other frameworks we describe in 
the book, along with the organization-
al adaptations we describe.

Which departments, besides R&D, 
do you think are most important to 
engage? 

You should involve anyone who might 
slow down the process, and involve them 
early. So for example, you likely need to 
have conversations with legal and pro-
curement where you speak about the 
objective (e.g. “we are trying to speed up 
our innovation process so we can remain 
competitive”) and discuss how you can 

� Generate new ideas.
� Make sure you have  
 a full understanding  
 of the real problem  
 to be solved, or the  
 job to be done.
� Use radically cheap  
 and rapid proto- 
 types to validate  
 that need.
� Iterate, or innovate,  
 on the existing  
 business model.
� Scale the ideas.

“It all sounds quite sim-
ple, and in a sense it is. 
What we tried to do is 
help identify the traps 
that catch most peo-
ple and try to provide 
some tools to over-
come them.”

“Uncertainty is also an opportunity”

Nathan Furr (left) and Jeff Dyer wrote “The Innovator’s Method” to help 
managers implement Lean and Agile methods to boost innovation.

Nathan Furr
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program that aims to quantify how much goes to 
waste in an outdated organization that is unable to 
handle uncertainty. “Agile from an economic perspec-
tive,” you might say. The workshop revolves around 
a case where two banks are compared – one of them 
stuck in the old ruts and the other applying agile ideas 
and ways-of-working. During the course, it becomes 
obvious that the large multinational bank “Serious 
Business” is leaking money, compared with the mid-
sized, fast-moving, “Go Business”.

“During our courses we hold an interactive dia-
logue with the participants, alternating between 
discussion and exercises,” says Peter Horvath. “In 
this course we are going to do the same thing as in 
the Swedish reality show “Lyxfällan” (The Wealth 
Trap) – demonstrating waste with the help of play 
money that we put up on a board.”

One of Jeanette Jealmo’s and Peter Horvath’s 
strong driving forces is to enable agile ideas to gain 
a firmer foothold and spread within organizations – 

from the software department to the management 
corridors and board rooms.

“Today you often see a big difference in mind-
set between the business side on the one hand and 
the software and IT departments on the other,” 
says Jeanette Jealmo. “Decision makers often lack 
insight into the Agile way-of-working. This makes 
it difficult for them to choose the right priorities 
in a world characterized by uncertainty; they often 
cling to the waterfall metaphor that they believe 
gives them control.”

Jeanette Jealmo has more than 20 years experience 
within software development as developer, manager, 
agile coach and trainer. She has worked within the 
banking, insurance and medical sectors, and is cur-
rently Senior Agile Coach at Swedbank.

Peter Horvath has 15 years experience of software 
development, mainly as producer, manager, Agile coach 
and trainer. He has been conducting training for the 
last six years at King, Swedbank and Future Games. n

Despite Lean & Agile having opened the 
eyes of many, there are still large numbers 
of organizations that are managed subop-

timally. Command and control structures, waterfall 
thinking, micromanagement and unclear test rou-
tines – they’re all flies in the ointment that hinder 
smooth operation. Unfortunately, this also applies 
to companies that create and manage software, even 
though it is now 16 years since the Agile Manifes-
to was published.

“What is the real cost of software development? 
Does it correlate to the value the customers are get-
ting? Our new course is not only training, it’s also 

reflection. In all the years that Peter and I have been 
active in the industry, we have seen the unhealthy 
habits and structures that can be created in an orga-
nization – something that in the end leads to no-one 
being happy – not management, not employees, not 
investors and not customers,” says Jeanette Jealmo. 
In everyday life she is a Lean & Agile Coach at 
Swedbank, but together with her old sidekick, con-
sultant Peter Horvath, she is also the leader of the 
training program “Turn the cost around, and keep 
control of your software development.”

Based on their experiences, Jeanette Jealmo and 
Peter Horvath have created an interactive training 

THE TRUE COSTS OF   NOT BEING AGILE!
How many resources actually end up 
DOWN THE DRAIN in a business organiza-
tion that cannot handle uncertainty, when 
you add up time spent, actual costs or value 

realization, for example? This is something 
that agile coaches Jeanette Jealmo and Peter 
Horvath explore during their training sessions. 

By Olle Bergman

An eye opener about
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Responding to market needs at a higher 
pace and with higher precision requires 
faster and more accurate customer feed-
back. Accordingly, Agile Business needs 
refined methods for market research – 
such as those advocated by the experi-
enced business advisor Karin Nelsson.

Agile Business means that any action taken in 
a company should correspond to a market need. 
Or to put it differently: it’s the 2.0 version of 

the old business saying “Customer is king”. No 
matter the size or the age of the company: Agile 
Business triggers profound changes – not only in 
leadership, R&D and marketing, but also in the 
way customer feedback and business intelligence 
should be managed. Lean Magazine contacted 
Karin Nelsson, senior partner at Inizio, to learn 
more about modern market research.

Hi Karin! How have research companies been 
working so far to help companies gain insights 
into market needs and customer feedback? è

HOW TO MAKE 
CUSTOMER FEED-
BACK AND MARKET 
RESEARCH WORK 
FOR YOUR AGILE 
BUSINESS

By Olle Bergman

Version

2.0
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In simple terms, we can say that there 
are two questions we ask: What? 
and Why? How many people think 
What? gets a percentage, for exam-
ple 42 %, while Why? explains the 42 %. 
We can find out Why through quan-
titative interviews and sample surveys, 
which means that we put questions to 
a lot of people. Another approach is to 
carry out qualitative interviews, which 
means interviewing a few people in a 
little more detail and depth.

 Traditionally, there’s a prelimi-
nary stage where questionnaires are 
drawn up, interviews are carried out, 
and eventually the survey is report-
ed. This usually takes anything from 
two weeks to several months. In other 
words, such methods are far too slow 
for today’s needs. As a result, there 
are solutions that allow surveys to be 
carried out more or less in real time. 
Companies such as Netflix, Uber and 
Spotify are in fact built around con-
sumer insight and have research built 
into the business model.

Which social and marketing phe-
nomena are the most important 
“drivers of change” today for your 
industry?

The phenomena controlling today’s 
development are digitization, auto-
mation and globalization. These phe-
nomena are sweeping the world and 
making fundamental changes to the 
survey industry – just as they are, of 
course, changing the foundations 
of our clients’ activities. Fact-based 
decisions have always been import-
ant, but nowadays it is virtually a 
requirement for every business. You 
can’t rely on instinct or feeling when 
your competitors have access to rel-
evant data. Our clients need access 
to data and insights fast, preferably 
in real time.

 A growing problem for us in the 
industry is that fewer and fewer peo-
ple are willing to take part in surveys. 
It makes it more expensive to do tra-
ditional research and places higher 
demands on statistical analysis to be 
able to draw correct conclusions.

Which other players are the survey 
industry’s competitors today and 
how does the future look?

Industry convergence is very marked. 
Today we see methods such as eye 
movement studies, big data, social è

Three 
things to 
remember
Karin Nelsson on how 
marketers and product 
developers can gain in-
sight into customer needs 
and get feedback on their 
products – at high speed 
and with high precision.

①
Ask yourself, “What’s my 
game?”
What do you need to know 
in order to operate your 
business in the best pos
sible way? If you need to 
know how to assess how 
satisfied customers are, or 
how a new product should 
be marketed and packaged, 
perhaps you can find out in 
a better way than through 
traditional slow methods.

②
Kill your darlings!
Never mind time series or 
that ad hoc survey that you 
do once a year. These are 
new times with new possi
bilities and so it is better to 
take the plunge for real.

③
Work agile.
Involve your customers 
and get them to help in the 
continuous ongoing work 
of developing the business.

③
Karin Nelsson, Senior Partner at Inizio 

– a Swedish research company with digital focus

“You can’t rely 
on instinct or feeling when 
your competitors have 
access to relevant data” 
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“The democratization of data means 
that we as individuals in a digital soci
ety hand over data and get better prod
ucts and services in return. Although 
almost all of us have doubts about 
handing over data, most of us do it any
way when we shop with our loyalty 
cards, when we place information about 
ourselves in social media or surf differ
ent sites. Unfortunately, what we get 

back is still somewhat unsatisfactory in 
many cases – we may get advertising 
for hotels we’ve already booked or for 
products that we’ve already bought. But 
the methodology is continuously being 
refined and is part of the future where 
we will have better and more relevant 
experiences. There is of course a down
side to this, but that is another story.”

media and neuroscience as part of 
our industry. This also means that, for 
example, we include Google and Face-
book amongst our competitors.

 In the international arena, there’s 
an increasing use of so-called insight 
communities with concise, smart sur-
veys. This means that you invite your 
customers, readers or citizens to be 
part of a special group where you can 
utilize their involvement. When the 
target group respond to questions, they 
receive feedback by being shown the 
results and learning how the compa-
ny uses their insights. Insight commu-
nities also have specific member por-
tals where they can see which tests 
they have taken part in, participate 
in discussion groups or communicate 
directly with company representatives. 
The company itself gets information in 
real time, can combine it with other 
sources of data and has direct access 
to dedicated customers who want to 
take part in surveys. Through statisti-
cal modeling, definite conclusions can 
be reached. The approach has proved 
very successful; I personally think this 
is the future! 
What are you in the industry doing 
about developing in a digital world 
where it is increasingly important to 
be mobile and nimble? 
The industry has generally followed 
developments extremely well and in 
recent years there have been major 
investments in technology and skills. 
I’m seeing elegant solutions that 

give our customers a deeper knowl-
edge of customer insight. The indus-
try is founded on ethics and quality; 
respondents should always be anony-
mous and feel secure when they pro-
vide information about themselves. 
We also ensure that clients receive 
high quality results that can immedi-
ately be used directly in the business.

Finally: what does “Agile Business” 
mean for you? 
Agile working means involving cus-
tomers in the development process, 
making repetitions and getting things 
right in a continuous loop. It’s fast, rel-
evant and provides a basis for immedi-
ate action. It’s okay to experiment and 
try things, provided that you explain 
and are transparent about what you 
are doing.

 For us at Inizio this became appar-
ent when we began to build an insight 
community together with Schibsted, 
one of Scandinavia’s largest media 
houses. Because Schibsted through its 
various channels (including Aftonbla-
det, Svenska Dagbladet, Blocket and 
Let’s Deal) reaches 8 out of 10 Swedes 
every week, you cannot do anything 
behind closed doors. Everything is out 
in the open from the start, and so as a 
company you have to be prepared for 
transparency and to explain what you 
do. The agile way of working means 
therefore that development is much, 
much faster than if you worked tradi-
tionally. Business development at tur-
bo speed with bells on! n

Karin Nelsson on the democratization of data:

Continuous 
Delivery
The Game

Albert Rigo, sea-
soned consultant in 
the software busi-
ness, combined his 
professional pas-
sion (Agile way-
of-working) with 
his private hob-
by (board games). 
The result is Con-
tinuous Delivery 
– The Game, soon 
to be released by 
Softhouse. è
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“I have always thought that gamification is a great 
way to teach things,” says Albert Rigo. “Playing games 
gets different parts of the brain working and makes 
it easier to remember things. I have also made a few 
games previously that I’ve played with the children at 
home. That’s why a colleague – Christian Pendleton 
– and I came up with the idea that a game that can 
teach Continuous Delivery (CD) was a good idea.”

Albert Rigo, M.Sc., has been working in the soft-
ware industry for fifteen years – as everything from 
developer and software architect to team leader and 
configuration manager. He thinks that CD is inter-
esting because it brings in agile thinking in software 

processes, since the values described by the Agile 
Manifesto are exactly what CD implements.

 “I have always thought that automation is the key 
to effectivity; when you’re working with your com-
puter, it’s the computer that should do all the boring, 
repetitive work. So CD is simply a modern way of 
working,” says Albert Rigo. “But most important of all 
is that the people who actually make the change, i.e. 
the developers, have the opportunity to take respon-
sibility for their change right the way through to the 
end user, and – hopefully – get feedback from him.”

Albert Rigo thought the most enjoyable part of 
making the game was designing the ‘Events’ cards 

– cards that represent reality’s impact on software 
development.

“These unexpected events can be anything from “lack 
of time” to “old test cases,” he says. “These cards were fun 
to invent, and I had help from a number of colleagues.”

Albert Rigo hopes that the Agile Community can 
benefit from the game. He believes that it will be 
used mainly for training purposes to give an overview 
of the terms used in a CD-based delivery pipeline.

“But in fact the game is for everyone – not just for 
developers or project managers. It raises awareness of 
what CD stands for and what its benefits are. It can 
also be used as a team-building game.” n

Game release in the 
summer of 2017 
The game is to be funded 
by a kickstarter campaign 
in May 2017. The release 
is planned for June. It will 
be distributed primarily to 
selected Softhouse clients 
and partners, but will also 
be available for purchase 
on the Softhouse website 
during the summer.

Albert Rigo: Four im-
portant things for orga-
nizations that want to 
implement Continuous 
Delivery

① Automate, automate, 
automate. There is so 
much that can be auto
mated that you just don’t 
think about. Get going 
straight away with 
auto mated testing – 
this is usually the most 
timeconsuming part to 
automate!

② Make sure that every
one understands what is 
going on and that CD will 
have an effect on almost 
everyone. In order to solve 
many of the obstacles with 
CD, there are lots of tools 
that make it possible to 
automate, visualize, and 
deliver value. These tools 
should not be available to 
and/or used by just one 

group or one person, but 
must be available to all – 
of course at different lev
els depending on what you 
do. These skills ensure that 
you trust CD and do not re
vert to old habits.

③ There must be feed
back and visualization at 
an early stage. Feedback 
to developers should show 
every single step so that 
everyone gets used to re
ceiving feedback quickly. 
Visualization must show 
the status of the prod
uct and where in the sup
ply chain things are; you 
can start with just a sin
gle computer screen in the 
middle of the room. The ex
tent of feedback and visual
ization will expand as there 
are new things to show.

④ Play “Continuous 
Delivery – The Game”.

Albert Rigo
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Organizational experts Lennart Francke and Göran 
Nilsson are concerned that many companies turn 
into heavily controlled supertankers when they 
should rather transform into shoals of fish: de-
centralized, coordinated and swift. So they sat 
down to write the book Det agila företaget – 
The Agile Corporation.

The book, published by Roos & Tegnér, is based on a 
thought shared by Lennart Francke, experienced advisor 
from the banking area, and Göran Nilsson, researcher and 
teacher at Uppsala University. As the dynamics and un
certainty in the world around us keep growing, the two 
writers have observed that many organizations respond 
in a counterproductive way.

“Everyone shares the same view that the world is 
changing faster than ever,” says Göran Nilsson. “But many 
organizations are moving in the wrong direction, consol
idating topdown management with an unsound focus 
on details. This is like travelling down a bumpy road with 
rockhard suspension.”

“Det agila företaget: Fiskstim eller supertankers i en dy
namisk värld?” can be purchased from major Swedish 
booksellers.

SCRUM ALLI-
ANCE HAVE 
ANNOUNCED A 
PARTNERSHIP 
WITH LeSS 
COMPANY
At the beginning of April, Scrum Alli-
ance announced a partnership with 
LeSS Company, the company behind 
the Large-Scale Scrum (LeSS) frame-
work which Lean Magazine wrote 
about in our Scaling issue (#12). 
Lisa Hershman of Scrum Alliance said 

at the announcement 
event that their col-
lective goal is to pro-
vide their training 
and coaching com-

munity with the abil-
ity to offer LeSS educa-

tion and coaching as part 
of their suite of programs in the very 
near future.
Read more at Scrum Alliance’s home-
page: https://goo.gl/TjbBdm

IS 2017 THE YEAR 
AGILE MARKETING 
GOES MAINSTREAM?
That is a question which is posed in a recent article in 
Forbes Magazine, where more and more articles are 
published on the subject. And certainly the Agile and 
Lean marketing movement, which started more or less 
like a guerilla operation about a decade ago, is becom-
ing more and more mainstream. And even if many still 
don’t use the term “Agile”, more and more people are 
using the principles which are listed in the “Agile Mar-
keting Manifesto” which is published at http://agile-
marketingmanifesto.org/ 

① Validated learning over opinions and   
 conventions
② Customer focused collaboration over   
 silos and hierarchy
③ Adaptive and iterative campaigns over   
 Big Bang campaigns
④ The process of customer discovery over   
 static prediction
⑤ Flexible vs. rigid planning
⑥ Responding to change over following a plan
⑦ Many small experiments over a few large bets

Learn 
DevOps 

with 
chocolate 
and LEGO

New ways of learning Agile disciplines are appear
ing all the time. One of the latest we have seen 
is a method for learning DevOps with chocolate, 
LEGO, and a Scrum game. The game has been de
veloped by Agile coach Dana Pylayeva, who is a fre
quent speaker at Agile conferences. Apparently dif

ferent types of LEGO animals are used to simulate 
the software features developed by the team, and 
chocolate candies simulate the documentation (sic). 
If you want to know how this works in practice, you 
can purchase the book about the game at Agile Alli
ance: https://goo.gl/2WjE0f

Shoals of fish 
rather than 
supertankers?
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Bosnia and Herzegovina  
– an arena for Agile business

Adversity breeds greatness. The approach 
of Lean & Agile helps us navigate from 
the chaos of adversarial situations to 
well-managed change. 

Let’s examine the former Yugoslavia as an exam-
ple. The sudden shock that shattered social and 
political bonds in the country proved how a peri-
od of socialist stability that had its upsides also 
limited potential for managed flexibility and cre-
ativity. Its citizens, finding refuge in a new, more 
liberal environment, have shown great success as 
Bosnian-Swedes and are today building entrepre-
neurial and IT bridges between the two countries 
they cherish.

From my childhood years in Yugoslavia, I remem-
ber stable surroundings where rapid adaptation did 
not exist. There was no need, since the routines of 
everyday life were based on values of solid socialism 
which kept us all safe and satisfied. The advice from 
the older generation who had endured the second 
world war – not to get too attached to material things 
and not to take peace for granted – did not make 
sense to us. Little did we know that we would soon 
endure the same experiences: about 100,000 peo-
ple from Bosnia and Herzegovina found refuge in 
Sweden in the 90s and I was one of them.

Managing uncertainty
Today, 25 years later, we are recognized as Bos-
nian-Swedes and written about as the success sto-
ry of immigrant integration in Sweden. Why did 
we succeed? From my professional Lean & Agile 
point of view, I dare say: in the uncertainty that 
seeking refuge in a new country entails, we found 
a way to hold on to our strengths, further develop 
them and use them for the best.

We were not agile by choice. These cards of 
uncertainty were dealt to us and we had to man-
age. And we wouldn’t settle for less than we had 
had before. In retrospect, you might say that we 
inspected our new environment and adapt-
ed accordingly.

 We brought to the table the upsides 
from Yugoslavia: the socialistic views and 
respect for the state and socio- financial 
system, but also the tremendous val-
ue given to education. In Yugoslavia, the 

education system was as generous as in Sweden 
today, higher education was free and it was one of 
the prerequisites to climb the social ladder.

Becoming entrepreneurs
Some things in Sweden were new to us. The pos-
sibility to speak your mind and the long tradition 
of peace created a good foundation for entrepre-
neurship. This environment, coupled with the Bos-
nian-Herzegovinian national trait inat (stubborn 
perseverance), has led to many daring business ini-
tiatives. Sweden helped us unlock our entrepre-
neurial potential and gave us the opportunity to 
become active citizens.

 In parallel, BosniaHerzegovina has for the last 
25 years tried to find her way as a democratic state 
creating sustainable living standards for her citi-
zens. The country is very investable for companies 
who want to expand abroad:

– Bosnia-Herzegovina has received considerable 
monetary aid to rebuild. A few years ago, there was 
a breaking point from aid to trade, enhancing busi-
ness as a key solution towards stability. This has 
created a new wave of pioneers who use startups 
to try out new business ideas.

– Respect for education is still well preserved here, 
resulting in many highly educated young people.

– The IT sector is recognized for great potential 
both within education and as an industry on the rise.

– The cultural differences have been demonstrat-
ed not to be impediments to business and have in 
many ways enriched the exchange. 

I have chosen to be a part of the movement that 
will enhance business for the mutual benefit of 
both the countries close to my heart. We are cre-
ating a positive and productive environment for 
the young ambitious IT talents of Bosnia-Herze-
govina, cherry-picking the best. Together, we are 
growing as professionals and delivering value to our 
clients. I am glad to be a part of this story making 

Bosnia-Herzegovina better for its citizens in 
cooperation with Sweden. n 

 
Vernisa Rejhan,COO at Softhouse 

Consulting Bosnien AB 
President of Bosnian-Swedish 

business network APU 
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