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e all need a change. If you’re like me, I guess you’re permanently looking for changes in your life – small ones every
week, big ones once in a while. Marketers and politicians
build most of their product and campaign promises on change, and
legendary rock acts like David Bowie, Bob Dylan and The Scorpions sing about change in some of their most memorable songs.
In our professional life we are also aiming for change – to
improve the workflow, to eliminate impediments and so on.
But all too often we realise that the ambitious projects we
launched – introducing new methods or frameworks – only
changed things on the surface. When all is said and done, the organisation just keeps following the same old tracks.
Change processes can make the most well-structured company look like
a rock band world tour in the seventies. In our main article, Jason Little
tells us about his experiences of change management and how his Lean
approach to change works. “In large organizations, I would say there is
usually a 12–18 month period of time where the change is chaotic,” he says.
In “Creating value in a transforming world” Softhouse Management
Consultants Marcus Degerman and Vadim Feldman describe their experiences from changing corporations’ way-of-working to reach their strategic goals.
A flexible organization is also very important when tackling
the challenges of a world that changes at an ever increasing
pace. Bonnitta Roy explains her new thought-provoking organizational concept “Open Participatory Organization” which
is almost entirely built on self-organization.
Jim Coplien, professor and well-known speaker at Agile events
introduces us to the term “Kaikaku”, and the fact that sometimes
incremental improvements (“Kaizen”) are not enough – sometimes
we need to execute radical change. For instance when a a company
working with waterfall wants to implement Lean or Agile.
And as you will see, there is more exciting and useful stuff to
read in this 36-page issue, ranging from software security to group
dynamics. I wish you happy reading!
Gustav Bergman,
Editor-in-chief Lean Magazine

Photo: Istock/Chalabala.

Marcus Degerman and Vadim Feldman, Management Consultants at Softhouse
Consulting, share some of their experiences from helping management teams
evolve and become more effective. è PAGE 10

Lean change management is like the rock’n’roll circus
of the legendary bands in the ‘70s – flamboyant professionals, flowing creativity, strong wills, organizational
chaos. But if your band starts playing to a steady beat
and getting their harmonies and chord patterns right,
the result can be better than anyone ever imagined.

Ch-ch-ch-ch-

changes
(Turn and face the strange)

Manage change
like a rockstar
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Jason Little

– facilitator of change
and the author of Lean
Change Management

Photo: Private/Collage Lönegård & Co.

“While helping a department of 400 people transition to Agile, I discovered the world of organizational change the hard way,” says Jason Little who learned
the mechanics of Scrum and started experimenting
after taking a Certified Scrum Master (CSM) class.
“That is, once Agile at the team level started disrupting the rest of the organization, there was a whole other world of ideas, practices, and challenges that Agile
didn’t address.”è

Photo: Victoria & Albert Museum

✏ By Gustav Bergman

O

ver his career, Jason Little
has worked with companies
of all sizes – from 10-person
startups to 80,000+ enterprises in healthcare, marketing, HR,
media, and telecom, and so has had
the benefit of seeing many different
cultures and industries. In 2011 he was
approached by Pearson Education
who were looking for someone who
could produce material about the organizational change aspect of Agile in a
clear and simple way. After producing an online course, Little released his
book Lean Change Management: Innovative practices for managing in late 2014.
What would you say are the most
common impediments or learning
processes when large organisations
want to implement change?
“In large organizations, I would say
there is usually a 12–18 month period

of time where the change is chaotic.
Change agents (or Agile coaches) are
running amok, and visible successes
are hard to come by. At some point,
someone high enough in the organization feels the need to get the change
under control, so they either fire the
consultants, or bring in a commandand-control style leader to get things
standardized and under control.”
“The ideas in my book help by not
constraining you to a set of practices. We have over a century of models
to pick from, so I recommend stealing the best ideas from the ones that
make the most sense in your context
so you can build your own approach
to change. I think that’s the differentiator of my book. I’m not attempting
to sell you a prescriptive model, I’m
showing you how to build your own
by understanding your organization,
the pace of change it can sustain, and

Jason Little on getting
inspiration from Lean Startup
Build

Before you Build you need some insights about what to build, and what you want to
learn from it. This is the same way you’d approach the start of a PDCA cycle.

Measure

Measure is the same as PDCA’s Check. Once you’ve done something, look at the
measurements your hypothesis was trying to validate, and see where you’re at.

Learn

Learn is implied in the Check stage of PDCA.

Act

I suppose you could say PDCA’s Act is the same as Lean Startup’s Build stage. But it
happens after going through the loop at least once.

6
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whether or not you should swim with
the current and be less disruptive, or
swim against the current and be more
disruptive with how you approach
change.”
What are your main recommendations for an organization that intends
to launch an Agile Transformation
project?
“Organizations tend to create an agile
operating model by choosing a framework to start with (SAFe, LeSS, DaD,
Scrum, Kanban or what-have-you) and
they try to hammer it onto their existing structures, norms, and culture.”
“An article I wrote for Better Software Magazine shows how to look at
Agile Transformations the same way
social change happens. Early on in an
Agile Transformation, the people who
love Agile run with it. Sometimes they
run too far ahead of the organization and

end up getting frustrated that everything
else isn’t changing fast enough. Usually
these folks end up alienating themselves
from the organization because they start
using Agile as a stick and eventually they
leave the organization.”
Control of chaos
“Any organization change has a way of
working itself out. My article attempted to describe how to learn about how
social change happens so you know
what to do when faced with the desire
to get those agile people under control. As change emerges, it creates
more and more chaos, and at some
point the change starts to coalesce in
an informal way.
Then someone, who’s usually on the
outside of the change, decides that it
looks too chaotic and it must be controlled. That moves the organization
into a bureaucratic view of the agile è

“Lean Startup’s Build/Measure/Learn cycle isn’t all that
different from PDCA (Plan/Do/Check/Act) in my opinion
– it just sounds sexier.”

”The reason for stealing the ideas in Lean startup, was to apply the same type of thinking to change management. Usually a
change team will lock themselves in a room and create a perfect
change rollout plan only to hit a wall of perceived resistance. By
taking a Lean Startup approach and applying the ideas of customer development, the change agents facilitate the creation
of the change with the people who ultimately need to live with
the day-to-day consequences of the change. A friend of mine,
Jill Forbes, likes to say ‘the people who write the plan, don’t fight
the plan’.”

Lean Change
Management
Innovative practices
for managing organizational change
Jason Little’s book about
Lean Change Management is intended to help
the readers to implement
successful change and bypass change resistance
by co-creating change. It
does that through examples of how innovative
practices can dramatically improve the success of
change programs. These
practices combine ideas
from the Agile, Lean Startup, change management,
organizational development and psychology
communities.
You can read more about
the book and order it at:
http://leanchange.org/
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transformation which eventually leads
to decline.”
“The purpose of the article was
to look at the four stages of social
movements (emergence, coalescence,
bureaucratization, and decline) and
know where you are, based on the
patterns of behaviour you see. Armed
with that knowledge, you can create
an approach to agile transformation
that aligns with how societies change.”
How do you think Change Management will develop in the future?
“‘Agile’ is a huge buzzword in change
management today. Everywhere I look
on LinkedIn is ‘agile this’ and ‘agile
that’. There will be a flood of Certified Agile Change Manager creden-

tials from all the big players coming
in late 2017 and into 2018, but most of
them will miss the point … and the
boat. By the time the big players catch
up, the change world will have moved
on to the next big thing.”
Agile Coaches instead of Change
Managers
“I think the big prescriptive change
processes and best practices will always
exist, but they will incorporate more
agile, and lean practices within them.
Enterprise organizations will always
feel safer with a big diagram of a complex model, and typical best practice,
or tried-and-true thinking.”
“Overall, I think agile coaches will
eventually replace change managers

and organizational change practitioners (OCP) because agile coaches are learning about the dynamics of
change through an agile lense, whereas traditional change managers, and
OCP folks are coming from a purely
process-driven view. Obviously that’s
not 100 % true, but the patterns exist.
I’ve been all over the world and thousands of people, from agile coaches to
managers to change and OD people,
have come through my workshops.”
“Agile folks generally are more flexible and open to combining ideas from
many different areas, while change and
OD people like to stick to the models they learned in their last certification course. That’s not a slight, it’s
just different experience. Had I got-

ten into organizational change by taking Method X Certification, I’d likely
think that method is the best. (By the
way, that’s referred to as Baby Duck
Syndrome, or Imprinting. We cling to
the first models, methods, or program
languages we learn and compare all
new ones to our first love.)”
“Finally, whether you’re coming
from an Agile or traditional change
background, the biggest thing that
will change is that change agents will
realize they need to integrate more
with the rest of the organization and
work in the white space. This instead
of creating standards and isolating
themselves from the incredible pace
of change being forced on delivery
teams.” n

Jason Little is the author of the bestseller
Lean Change Management, an international
speaker, and has been
helping organizations
implement Agile practices since 2007 as a
Scrum Master, Product
Owner, Internal and External Coach.

A (not very) serious look at agile change
in a glam rock band.

The band leader

Wants to change direction,
create new trends and
offer the audience
the musical renewal
that they crave.

Early adopter. Goes
crazy along the guitar neck and forms a
radically new sound
– but is moving too
fast and ends up far
ahead of the band.
Eventually very frustrated and out of
phase with the organisation that
should back him up.

Owns the PA and books the
gigs. He decides that the
music is too shapeless. He
turns on the metronome
to define a steady cadence,
sends vibes through the
team with his bass drum
and tries to get full control
of the music.

The bass player

As change emerges,
the music moves out
of sync and becomes
chaotic. But gradually, the bass player is finding a new
groove to which the
band can play along.
Everything is still
very improvised.

Illustration: Lönegård & Co.

The solo guitarist

The drummer

The manager

Stands at the crossroads.
Should he market and cash
in from the new style, or
should he let the band
develop even further
– and continue to do so?
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Creating
value in a
Creating value
trans
forming world
transforming
– a story of change
in five chapters
✏ By Marcus Degerman and Vadim Feldman
Illustrations: Istock/Mppriv/ karpenko_ilia/Lönegård & Co.

PROLOGUE

Stuck in constant
firefighting?
In our line of work, we meet management teams in
different organizations to see if we can help them evolve
and become more effective. During the last few years, we
have noted that more and more professionals in the tech
business feel a constant pressure from a constantly
evolving market, and a constant need to adapt to what is
happening. At the same time, many of the employees and
managers feel that all the processes and the organizational
structure are actually hindering them from doing their work
instead of helping them. People are stuck in constant firefighting, instead of working towards long-term goals.

10 SOFTHOUSE | LEAN MAGAZINE
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The inconvenient question
In the box below
you can see a
screening quesChapter 1
tion we have used
as a sort of litmus test.
It gives us a quick idea
of how well an organization is doing. When
we started using it, we became very surprised by the low scores – often as low as 3.
Once, when we were giving a presentation for a management team of a large organization, we could see
the shock in their eyes when we summarized how
they had answered the question. One of the managers literally fell back in his chair, and said: ”It is
not very high!” It sparked a lot of conversation. Why
were they rating themselves so low?
Organizational structures and processes are
formed to help people be more effective, increase
quality, and improve collaboration. But too often

they seem to do the reverse. According to our observations, the general problem seems to be that the
goals and strategy of organizations do not match
how they are designed to produce value. Or to put
it simply: there is a misalignment between what
employees should be achieving and how they are
expected to do it.

On a scal e from 0

to 10, how much do
your organization

and processes hel p

you create val ue?

You need to use all of the strategies to some extent,
but you can never be number one in all three at the
same time; this is simply too expensive. Instead, you
need to choose the one which you do better than
your competitors and then remember to do a bit of
the others. In most market segments today, people
expect more and more from the companies. It’s
no longer enough just to have a great product – it also needs to be reasonably priced
(operational excellence) and in many cases
customized to fit specific customer needs
(customer centricity).

Chapter 3

Most companies are not exactly sure where
they want to be, nor what their ambition is.
Some companies have moved too much
in the direction of one strategy, forgetting
about the other two strategies.

Three strategies to win

12 SOFTHOUSE | LEAN MAGAZINE

• Product leadership is focused on producing the
best products and selling them at a premium price.
The focus here is not on lowering costs, but on
increasing their market share value and increasing
sales through a strong brand. A strong vision for the
organization’s products or services guides the company to produce better and better products, and to
differentiate the products from their competitors.
•
•
•
•
•
•

• Customer centricity maintains a long term relationship with the customers. This strategy tries to
maximize the customer lifetime value, and share
of wallet. The focus is not on what your are producing, but on what your customer actually needs.
If you realize that the customer needs something
you are not producing, then you try to fulfill that
need as well and have them buy more from you.

Getting lost in the strategy triangle

Chapter 2

To start aligning your company strategy with your
organization, you first need to define what your strategy actually is. In order to address this, we have created a triangle-shaped model based on the work of
Michael Treacy and Fred Wiersema. It is one of
the simplest tools we have found which can explain
both strategy and define what your own strategy is.
According to Treacy and Wiersema, there are three
strategies to win in any market: operational excellence, product leadership, and customer centricity.
The goal of all of the three strategies is to increase
growth and revenue. The difference is in how they
approach that challenge and what they optimize on.

• Operational excellence is focused on increasing
profit by lowering costs and increasing sales. By
increasing the speed of delivery and keeping the
quality reasonably high to avoid rework, the organization can produce more for less. You win by undercutting the competition,often through a pricing war.

Product
leadership

No advantage

Operational
excellence

Customer
centricity

For example, many operational excellence organizations have gone too far in that direction, killing off
innovation from product leadership and the ability to
deal with customer groups on a personal level. Some
organizations have not gone to the extreme in any
direction but are stuck in the middle of the triangle
trying to balance all three strategies. This means that
they will have some competitors that are cheaper,
some who are more premium, and some that better fit the customer segment(s) they are aiming for.
When working with management teams we try to
get them to pinpoint where they think they are, and
where they want to move. The important thing for
them is not to get their exact position right, but figure
out in what direction they want to move in relation
to their competitors. Our questions are these: “What

do you want more of ?” and “At the same time, what
do you want less of ?”
If the arrow you have drawn is very long you will
most likely fail if you try to make the change within
your current organization. Smaller changes are possible, but trying to change your entire organization’s
DNA from the bottom up will most likely fail. If
you need to move completely from one discipline
to another, you are much better off starting a completely new organization outside your current one.
Product
leadership

Operational
excellence

Customer
centricity

SOFTHOUSE | LEAN MAGAZINE
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STRATEGY

BEHAVIOR

Chapter 4

Using five design principles
The big question is: “What should I change
in the organization that will move us closer
to our strategic ambition?” We have found
five design principles to help management
teams assess what they need to do more of,
and what they should do less of.

Chapter 5

tion so that it reacts quickly to increases in cost or if
quality starts to fluctuate. A good product leadership
organization should of course look at this as well, but
its main focus needs to be on catching and launching ideas as quickly as possible, and on monitoring
how the market is changing. A customer-centric
organization should be most responsive to custom-

Operational excellence

Product leadership

Customer centricity

Growth

Volume & Margin

Market share & Brand

Long term value & Share of wallet

Learning

Learn from same function

Learn from other functions

Learn from network and customer

Collaboration

Continuous improvement

Visionary

Partners

Responsiveness

Cost & Quality

Ideas & Market

Segments & Customer

Creativity

Improve your Organization

Improve your Offering

Improve your Customer experience

An organization needs to design itself to handle
growth, responsiveness, collaboration, learning, and
creativity. By designing your organization to continuously improve the five principles you will get an
organization that becomes more and more aligned
towards creating value – a rare competitive advantage nowadays!
For example, an operational excellence organization should be responsive towards cost and quality.
This means that you need to design your organiza14 SOFTHOUSE | LEAN MAGAZINE

er satisfaction and trust, but also react to changes
in the customer segment(s) they are delivering to.
Let’s imagine, for example, that you have a product
leadership strategy and realize that you have gone a
bit too far there and need to move a bit towards operational excellence. In this case, you can – according
to the table – start focusing on one design principle
and start changing your organization accordingly.
Let the creativity used to improve your offerings be
channelled to improve your organization instead.

Working with a
strategic change
framework
After establishing a strategy, most managers fall back on the best-practice tools and
methods they have for making sure the
strategy gets executed. That means starting roll-out projects and creating capability
maps. We suggest another way of working.
Best practices can only put you on a par with the
others. To go further you need to develop practices
that fit both where you are now as an organization
and where you want to go. We have found only one
way to make sure your organization fits your strategy:
start experimenting and evaluating all the changes

ORGANIZATIONAL
CHANGE

you want to apply. You can never know before implementing something if it will work or not, therefore
safe-to-fail changes are the only way forward.
All change projects within your company should
start by analyzing where you are now and how you
want to adapt your strategy. Based on this you need
to decide on a behavior you think will support changing your strategy, and what organizational changes you want to try in order to make the change in
behavior happen.
The actual rate of change will depend on the environment your business is operating in, e.g the speed
of competitors and the demand for novelty from your
customers. For commodity markets and industries
with a high rate of change we have found it helpful
to review and iterate the strategy every 6–9 months.
This also means that it is extremely hard (if not even
impossible) to adjust more than one to two design
principles due to the natural time it takes for people
to adopt a change in the organization.
The bottom line here is that you should embed
change as a natural part of the work you are doing,
and continuously improve the things that stand
between you and your ambition. A successful organization should not see change as something separate from day-to-day business. Instead, change and
evaluating the change has to be the main focus at
all levels of management. n

Marcus Degerman and Vadim Feldman
Marcus Degerman and Vadim Feldman are Management Consultants at Softhouse Consulting helping organizations become more adaptive to the ever-changing environment. Equipped with tools and methods from adaptive
management, service design, and agile, they enable managers to navigate uncertainty and design new ways of
leading adaptive organizations.
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ORGANIZATIONAL

LIFE
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✏ By Mattias Åhlander,

Senior Consultant Softhouse

A few years ago, Bonnitta Roy was
thinking about what kind of organizational architecture would reflect
the natural human dynamics of self-
organization. This kind of structure
would build trust in self-organizing
teams, because there would no longer
be a disconnect between how teams
operated and how organizational
power itself was structured. In addition,
such an organization would enable
companies to scale and remain agile.

– self-organizing
for agile expansion

F

rom these thoughts she created
OPO, Open Participatory Organization, a way to codify some of
the more favorable business practices
that she had implemented earlier in
organizations. Her original idea was
to design a template and a suite of
simple tools and protocols that would
allow people to start up smarter without having to learn by making all the
same mistakes.
As Bonnitta and her colleagues had
been working more and more with
agile coaches and consultants, they
realized that the OPO could expand

the agile vision, and help agile organizations to scale without compromising
their principles or performance.
“We hope that eventually the OPO
template and tools can help larger
organizations that want to decentralize or transition from strong hierarchies to distributed leadership,” she
says. ”We can help them navigate the
complexity of such an undertaking by
developing simple protocols that generate the rich environments necessary
for companies to become ‘innovation-ready’ and for seeding self-organized teams.” è
SOFTHOUSE | LEAN MAGAZINE
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Illustraton: Istock/Galyna_P.

REINVENTING

Open
Participatory
Organization

“The main insight is that scaling is
not a matter of learning how to
do the same things bigger and
better but retraining teams to do
things differently.”

Two important approaches
using OPO to deal with change
How would you summarize OPO and which
problems in today’s organizations does it solve?
“OPO is a set of templates, protocols and tools that enable people to
explore and go further with self-organization. Its most important features are these:

Bonnitta Roy is
an international
award-winning author,
teacher, insight guide
and international trainer focusing on building greater capacities
for high-performance
teaming.
Read more about
her work at Medium:
https://medium.com/
open-participatoryorganized

• Develop organizational patterns
through the notion of locations
rather than roles
• Create strategic depth by building
in strategic perspectives all the way
through from top-tier leadership to
core operational teams.
• Understand how self-organization
generates high-performance teams.
Our assessment tool, which is called
TAP, visualizes action potentials that
emerge only at the team level. TAP
enables teams to visualize the subtly
sensed context changes in the environment and/or underlying state transitions in team dynamics.

18 SOFTHOUSE | LEAN MAGAZINE

There are several popular frameworks for scaling Agile in big organizations, for example Less and Safe.
How does OPO differ from these?
“The OPO identifies certain ‘moves’
that clearly signal when an approach
is destined to fail at scale. In this case
failing means escalating complexity
beyond the threshold of positive ROI,
where R is performance and I is training and execution time. One of the challenges the other approaches have is in
not seeing that factors that are successful on the scale of small teams, are actually the key obstacles to success at larger
scales, beyond a certain threshold.
Scaling the right way
The main insight here is that scaling is
not a matter of learning how to do the
same things bigger and better (i.e. at
scale) but retraining teams to do things
differently – to generate new patterns of
self-organization. In the past, we have
resorted to distributing operations
through roles that were è

❶

❷

The organization’s starting position
“The OPO doesn’t have a constitution or charter, or
ideal governance structure. Rather, the OPO emphasizes governance as patterns of practices that evolve
through ongoing participation. This is a necessary component of being an agile, responsive organization. We
are interested in staying as close to the reality of the
current context and conditions as possible and what
is implicitly operating, perhaps even at a subconscious
level, as we respond to adaptive pressures and opportunities as they emerge both inside our organization
and in the business environment.”
The four languages of change
“The more Lean & Agile companies rely on self-organization, the more they function just like a complete living
ecology in nature. Resilience theory has demonstrated that there are four dynamics that must operate to
generate complex adaptive ecologies. Resilience theory
has found the same four dynamics operate in economic systems. The OPO extends the basic insights into
the field of strategic leadership. We teach leaders from
top tier to team level, to reflect on past experiences, to
examine current conditions, and to narrate future positions from each of these by using four different perspectives, or languages, associated with each of these
dynamics. A healthy, resilient agile and responsive organization will always have all four dynamics in play.”

SOFTHOUSE | LEAN MAGAZINE
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The concept
of locations
“OPO offers simple protocols to get started.
The most important
protocol for scaling agile
is the notion of location.
The OPO eliminates all
formal roles, and allows
teams to self-organize
in ‘locations’ which can
be virtual or concretely delineated in different
office spaces. The OPO
uses the term ‘location’
because the word has
powerful associations
that are helpful in scaling agile performance.”
“One of the advantages
of switching to the notion of locations, is that
no location is devoted
to or dependent upon or
specified by which team
or which people happen
to be ‘in it.’ Rather, the
physical place defines
the context for the activities that take place
there. Different places,
different protocols, support different emergent
outcomes. The outcomes of course, at any
given time, are dependent upon who happens
to be participating, and
the way the participants
‘mix’ or ‘clash.‘”

associated with power relationships
and path dependencies. Therefore,
the OPO says we have to rethink the
notion of roles, because roles inherently distribute performance and escalate path dependencies. Scaling performance means tapping into team
dynamics that we would call synergistic, and are similar to flow states. Scaling agile performance, from the OPO
perspective, is an emergent property of
complex human relating.”
“So the first step in the OPO
approach is for teams to understand
how self-organization happens, and
why we can trust it as an evolving component of being human. We can then
begin to work through what holds us
back from realizing the kinds of synergistic flow that athletes on certain
sports teams describe. This is where
various types of mindfulness training
and conscious leadership practices are
coming into greater use. It’s becoming part of our radar in organizations.”
What do you think will happen in the
near and long-term future regarding
OPO?
“‘OPO’ is a kind of meme I invented to
attract curious and like-minded people interested in reinventing organiza-
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tional life. Because it is based on what
I half-jokingly call the ‘source code’ of
human relating, anyone who is willing
to throw aside unexamined assumptions and the ideology of the ‘professional management class’ will eventually discover the same deep operating
principles of self-organization.
Reinventing organizational life
together
My hope with my own organization,
APP AI, is to bring together a network
of professionals and practitioners, who
are interested in reinventing organizational life, so people can flourish as
individuals, and their organizations can
thrive. I believe that only after a prolonged period of collaborative, innovative experiments in applying open participatory practices to collective life, will
we reach the vantage point where we
can adequately address the most challenging questions of our time.” n

KAIKAKU
MIND
✏ By James O. Coplien
Great Scrum teams know that Scrum’s essence is learning and
ongoing improvement. Scrum and agile have propelled the
Japanese term kaizen into the limelight to be much more
broadly recognized today than it was 20 years ago. While
literally meaning just “getting better,” the Toyota culture
uses the term as a slogan, and the international use
of the term has taken on the sense of continuous,
incremental improvement.

B

oth continuous and incremental resonate well
with the agile software milieux. But first, it’s
important that even Toyota views improvement as progressing in discrete quanta interspersed by periods of practice, learning, and normalization. Takeuchi’s Extreme Toyota portrays the
improvement process as a staircase with discrete
steps. è
Photo: Istock/marcogarrincha.

“OPO says we have to rethink
the notion of roles, because
roles inherently distribute
performance and escalate
path dependencies.”
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Organization capability

IF YOU’VE BEEN PAYING ATTENTION , such properties
are fundamental to a true Scrum transformation.
Scrum prefers collocated teams; it has no development management; it recognizes no job titles within the Development/Delivery Team; and there are
no testing teams or DevOps teams – the Development/Delivery Team does it all. In most organizations, these provisions in themselves spell out
changes beyond incremental kaizen. It’s kaikaku. You

Forget and loose
Time

have to break a few eggs to make an omelette. Every
organization has eggs that must be broken – and you
don’t break eggs incrementally.
Organizational change follows one of three paths:
reject, rationalize, or replace. Organizations that
reject the opportunity to become agile risk being
put out of business by more savvy competition. The
largest groups are rationalizers, who implement suboptimal mixtures of old and new because, for example, it’s just too large of a discontinuity to fire development managers or to give total product control to
the Product Owner. And then there are those who
are willing to throw it all away: to replace the status
quo with something better.
THE KEY TO REDUCING RISK is in the “to be willing” part.
You may discard everything you are doing, but not all
at once. And maybe you are already doing some things
right. But attend to continuous discontinuity – alternating radical change and incremental refinement.
The fly in the ointment is that several old practices
may be intertwined and must be retired together. The
more old practices you retain at the beginning, the
greater the entanglement of practices, and the lower the chance that you’ll ever completely escape the
old ways. Just as manufacturing work cells displaced
assembly lines, so a Scrum organization displaces
development management. It does not evolve from it.
So as you embrace agility, soberly consider whether an incremental approach alone might leave you
at a local Scrum-butt maximum. As Thomas Jefferson quipped, a little revolution now and then is a
good thing. n
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”Every organization
has eggs that must
be broken – and
you don’t break eggs
incrementally. ”

Toyota

Company X
Jim "Cope" Coplien is a
widely consulted authority and author in the areas of software design
and Agile methodology.
He is also the father of
Organizational Patterns,
and one of the founders
of the Software Pattern
discipline.
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hange – both good and bad – causes disruption, and the “institutionalize and practice” plateaus tend back towards normalcy.
We change one thing at a time to seek both
better results and a return to statistical control as we
absorb the disruption.
Agile folks also emphasize that changes unfold
through incremental, piecemeal improvements. Yet
powerful change is not always incremental. We speak
of “re-making the organization.” Hurricanes and
fires wipe life from the land but plants again take
root and a fresh ecosystem quickly bounces back.
We’re looking for optima, but incremental approaches alone easily settle into local optima rather than
finding a path to the greatest good.
And that brings us to another Japanese word and
philosophy of change: kaikaku – radical change. Such
change might mean disrupting the lives of distributed team members to instead create collocated
teams, or abolishing development management, or
discarding job titles. It may remove the boundaries
between development, testing, and delivery so that
every developer does all three.
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THE
CYBER  SECURITY
                CHESS GAME
✏ By Niclas Kjellin

Cyber security is like a game of chess: an ever-changing game of
situations. The complexity is higher, of course, and there may be more
than one king to protect. In both games, just a few traits separate good
players from the true masters.
Chess is about protecting the most valuable piece on the board – the king. In the
same way, traditional strategies in cyber
security have revolved around surrounding the most valuable asset with layers
of security. This is very much like a chess
king surrounded by all the other friendly
pieces. Unfortunately, this approach has
gradually become less successful with
today’s unstructured and abstract game
board, consisting of complex networks
of mobile devices, Internet of Things
solutions and cloud-based services.

24 SOFTHOUSE | LEAN MAGAZINE

As a matter of fact, a new playing
style is required when a king can – at
any time! – be attacked by a number
of malicious pieces. This situation creates a need to see only those details
that are of relevance. In this situation,
less skillful players will scrutinize the
entire current board, concentrating on
every single detail. Master players, on
the other hand, will know what information requires focus and what can be
ignored. è
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“To the inner eye, a bishop is not a uniquely
shaped piece, but rather an oblique force.”
T. Donovan, board-game expert, “It’s All a Game”

The point here is that directing all
your pieces towards a long-term goal
demands an understanding of the
game, not just simple rearrangement.
To a master chess player there is no
color or shape to a piece, nor does it
matter if it is on a white or black square.
These details have no impact on winning or losing. What matters is only
which squares have pieces and which
squares they can be moved to. Anything more than that is just a distraction. The game in itself centers around
which strategic position can be gained
on the board.
In cyber security, it is equally
important to see through the information noise and identify what brings
value. Where should time and money
be spent to make a system more secure?
Just like in chess, the best thing is to
form this strategy from a bottom-up
perspective:
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• Position your pawn structure as
the foundation of your defences
This includes traditional products such as firewalls, intrusion
prevention/detection systems and
multi-factor based access control.
• Stay strategic, flexible and proactive with the rest of the pieces
Use the rest of the pieces and board
positions to build a fast-moving
and adaptable security structure tailored to your organization’s particular needs.
In chess, everyone has the same goal:
to capture the opponent’s king. For
cyber criminals, the goal is most likely to steal an organization’s sensitive
data. Novice players will examine the
pieces in front of them and react to
the changing structure of the board
to prevent an adversary from reach-

ing that goal. A skillful player knows
it is all about changing the structure
of the board, finding tactics that will
improve the setup and only considering the right questions.

“Questions are what matter.
Questions, and discovering
the right ones, are the key
to staying on course.”
G. Kasparov, chess legend.

The right attitude is to take command.
Ask “What can be done?” rather than
“What is happening?” This clear distinction in mindset is what allows
masters to control a situation and purposefully change it to their advantage.
Look for those right questions in your
current cyber security strategy and setup, eliminate anything that does not

contribute towards the goal. In this
way, you will continuously improve the
game board in your favour. This will
allow for many small adjustments to
the strategy while always keeping the
long-term goal in mind: checkmate.
The bottom line here is that you
should actively seek context in a particular board setup, rather than just
looking at the appearance of all the
pieces. Also remember to constantly
challenge your setup, use internal or
external teams to identify weaknesses
and areas of improvement. It is only
through constant review that continuous improvement can flourish.
In those situations where a king is
cornered and no change can take place,
Kaikaku, radical change, is called for.
When everything else fails, a bold
sweeping of the fist through all the
chess pieces will allow for a fresh start,
one where change can take place. n

NICLAS KJELLIN is a
security expert at Softhouse Consulting and
certified ethical hacker
who believes that security emerges from culture
and awareness, rather
than technology. “Working with people is the beginning of modernizing
an industry that in many
ways has left the users
behind.”
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“Frustration shows that
there is energy for change
– if there isn’t a certain
amount of frustration,
nothing happens.”

THEORY
of GROUPS
Photo: Davis Brohede.

✏ By Olle Bergman

Today MARIA ÅKERLUND
runs GDQ Associates AB
together with partner
Christian Jacobsson, who
also works as assistant
professor at the Department of Psychology at
Gothenburg University.
When Susan Wheelan retired, she chose to allow
Maria and Christian to
manage the “GDQ legacy”
and today their company
owns the intellectual property rights in the method.

Are you really a high-performance team or do you drive with the handbrake
on? GDQ can provide the answers needed to free up your potential. Lean
Magazine contacted Maria Åkerlund, psychologist and one of the founders
of GDQ Associates AB, to hear more about this evidence-based method.
“Modern mankind’s group behavior
probably reflects how people organized themselves in prehistoric times,”
says Maria Åkerlund. “Equality was
the norm, and there was little difference between leaders and followers.
The person who took the leader role
varied depending on who had the right
skills for the task in hand.”
It is impossible not to be captivated when Maria Åkerlund talks about
the psychology of groups – especially if you are interested in agile methods. The description of our ancestors given above explains why Scrum
works: a self-organizing behavioral
pattern is almost certainly latent in

the majority of us because we belong
to the species Homo sapiens. Similarly, the research literature contains
a wealth of evidence-based knowledge about why we behave as we do
and, not least, what works and does
not work in terms of human cooperation. Unfortunately much of this
knowledge is not applied by many of
today’s organizations. Instead it’s not
unusual for cooperation to be characterized by frustration, social friction
and a general feeling that “this could
have been done better”.
An important model within organi
zational theory has been developed by
American psychologist è
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“The group dynamics
are made up of the sum
of everyone’s actions,
and everyone is affected by everyone. The
dynamics are stronger
than the individuals.”

the sum of its parts,” says Maria Åkerlund. “The group dynamics are made
up of the sum of everyone’s actions,
and everyone is affected by everyone.
The dynamics are stronger than the
individuals.”
Maria Åkerlund does not come
from the Lean & Agile world at all,
but the knowledge she brings and the
method she teaches are highly relevant in this context. GDQ, the Group
Development Questionnaire, is a
simple and effective tool that measures the effectiveness and development capability of groups. When the
group members have completed the
questions, the analysis tells them how
effective their team is and which of the
four development phases it belongs to
– see the illustration.
“It’s important that the groups being
evaluated really are teams where the
members are mutually dependent and
are working with common aims,” says
Maria Åkerlund.

GDQ step by step
❶

Initial contact
The whole team answers the questions in the questionnaire. They answer
questions like “Where is the team in its development?” and “What do you
need to do in order to make progress?”.

❷

Step 2: GDQ
The consultant leads an open group discussion about the result. The
team now knows its current position showing which phase it is in and
how effective it is. The discussion concentrates on what the team should
focus on in order to reach the next phase of its development. It is always
about the team as a whole, not the individuals, and the discussion is constructive and improvement-oriented.
Example: “The team seems to be very dependent on its leader, and the individuals are uncertain of their roles. What consequences does this have for their
daily work? How can we move towards a situation where the individuals dare
to take more initiatives?”

❸

30 SOFTHOUSE | LEAN MAGAZINE

Step 3: Review
Involve your customers and get them to help in the continuous ongoing
work of developing the business.

Illustration: Istock/Tarapong_S/Lönegård & Co.

Steve W. Kozlowski, professor at
Michigan State University. His Multilevel Theory describes how individuals and teams
interact at different
levels as they evolve
by building up experience and learning
lessons from it. Step
by step an environment arises that governs group members’
behavior and decisions regarding factors such as loyalty, thought models
and conflict management. The mutual interdependency of the individuals creates a group culture which in
turn affects the individuals – a fascinating interplay between individual and team.
“The fundamental idea in group theory is that the whole is greater than

3 reflections
from Maria
Åkerlund

Work and productivity

“The group is affected by
more than the personalities
of the individuals.”
In group psychology, the
whole is greater than
the sum of its parts. The
strongest personalities
sometimes have to give
way to the group’s unwritten rules of interaction.

Trust and
structure
Opposition and conflict

Belonging and security

A team that develops well will go through four phases: Belonging and security, Opposition and conflict, Trust and structure, and Work and productivity. Just as with a well-functioning Scrum team,
the final phase represents a high degree of internally shared leadership.

Within the consultancy industry a
lot is done on the basis of feeling and
guesswork, but the GDQ method has
a very solid scientific foundation. It
grew out of academic research conducted by Professor Susan Wheelan
at Temple University, Philadelphia.
In the 1990s Maria Åkerlund had
become interested in group psychology, and was advised to contact Susan
Wheelan – something that opened
up new vistas in her professional
life. Susan Wheelan had formulated a model for how groups develop
through four developmental phases,
IMGD, and had tested the theory in
a number of research studies.
“The first time I contacted Susan,
she asked straight away if I would like
to translate GDQ into Swedish. I did
not know much about the area but
I said yes! She came to Sweden and
after I received my certification we

started work on translating the test
questionnaire.”
GDQ Associates currently offers
both consulting services and certification courses. The certification training
is a four-day workshop. GDQ Associates are currently working on the
development of certification training
via e-learning for those who wish to
take the certificate in other countries.
Maria and her co-partner Christian
Jacobsson meet a wide range of teams
in their work.
“One thing you sometimes discover is that there are different opinions within the team,” says Maria
Åkerlund. “One subgroup may think
everything is wonderful, while another thinks there are unresolved conflicts.
It can be a little frustrating, and frustration shows that there is energy for
change – if there isn’t a certain amount
of frustration, nothing happens.” n

“Taking on leadership
means taking on risk.”
What happens if I try to
take command and nobody follows me? This is
a question that occurs to
people who feel that it is
time to take the initiative.
This is one of the reasons
why it is so important to
make people feel comfortable and secure within the
group; they must be allowed to present less successful ideas without fear
of being penalized socially.
“Agile is not a
methodology.”
In the GDQ model, agile
belongs to the fourth
phase “work and productivity” and is something
that develops over time.
In fact Lean & Agile does
not always contain the
skill set needed to create
high-performance teams.
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Agile Adoption Assessment
– a service to help companies
find their state of agility
✏ By Gustav Bergman

MEASURE YOUR

AGILITY

Many companies that hire agile coaches
run into a initial problem: they don’t know
where their teams currently are on the agility scale. In order to get an objective view of
this, Softhouse has created the Agile Adoption Assessment.

A workshop for all types of teams
According to Molood Noori Alavijeh, any development team can benefit from the workshop:
“Our Agile Adoption Assessment concept has
been tested with a Quality Assurance team as well
as an Ops team, consisting of infrastructure and
system administrators,” she says. “However, it has
mostly benefited cross-functional teams in companies that are transforming to agile ways of working
(and thinking).”
In practice, the workshop looks like a retrospectives session:
“We set the stage by stating the purpose as well as
presenting the model emphasizing that there is no
right or wrong way of being agile,” Molood Noori
Alavijeh says. “Then we help the teams gather information. We ask a lot of questions for which they would
need to collaborate to come up with an answer.”
Eventually the team generate insights and progressively map their team on different states of each factor:
“In the end, they would have specific actions to take
away,” Molood Noori Alavijeh says. “And we go
home to create a customized report for that specific
team – an actual map that shows their status quo as
well as suggestions for improvement.”

Benefits
The most obvious benefit of Agile Adoption Assessment is giving an objective assessment of what the
team is good at and what they can improve. It helps
the team communicate more effectively with the
decision makers and stakeholders outside of the
team about what areas they need to focus on improving in order to add the most value.
“If you do not know what problem you have, you
cannot come up with a good solution,” Molood
Noori Alavijeh says. “Also, without understanding
what is possible, it is quite difficult to know whether
or not you’re moving in the right direction. A very
common pattern we have seen with agile teams is
‘changing for the sake of changing’. Our workshop
helps teams to see their strong points objectively and
enables them to leverage their strengths in order to
improve their weaknesses.” n
Molood Noori Alavijeh, consultant at
Softhouse, and creator of the workshop Agile Adoption Assessment.

Find out more
Check Softhouse’s website to learn more about
this workshop. You can also go through our online
tool to get a teaser of the kind of questions that are
asked in the workshop. You will have a chance to
view the model and a cut-down version of the status quo report.
www.softhouse.se/agile-adoption-assessment
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Until now, there has been no simple model to help
organizations assess objectively whether or not they
are doing the right things with regards to agility.
More importantly, many companies in the ‘Doing
Agile’ state (see below) assume that they have successfully transformed to Agile while still following
a waterfall model in many parts of their business.

A model based on many aspects
In order to make an assessment, a model is needed.
The Agile Adoption Model that is used in Softhouse’s workshop has been built up from several
different factors. These factors are not so surprisingly influenced by the Agile Manifesto: Product
focus, Customer collaboration, Release management, Development practices, and Customer collaboration.
“For each factor we have a detailed list of activities
and habits that we have observed in different teams
in various industries,” says Molood Noori Alavijeh,
consultant at Softhouse, and creator of the workshop
together with Sam Kishaish. “It is quite a detailed
model but it is presented in a very simple form. After

the workshop, the teams are able to see what state
they are in – are they Learning, Doing, Thinking or
Being Agile (see figure)? None of the states is better than the others, nor they are a sequence. They are
simply states at which a team can be with regards
to each factor. The team can then decide whether or
not they would like to progress towards a different
state or in a certain area and can determine objectively what actions to take.”
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Lead meetings
like a pro
One of the most difficult things for organizations is to
solve problems collaboratively. It is only when we gather people and help them think together that they can start
solving the critical and often very complex problems that
face our organizations and our world.
Marcus Degerman, a Softhouse consultant, has now released the second edition of his book Solve problems together – Leading meetings that matter. It is a practical book
focused on the three keys to leading meetings that matter:
collaboration, complexity, and clarity.
http://bit.ly/SolveProblemsT
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Women in Agile is a grassroots
effort to get more women involved
in the Agile community through
activities on the web, events, and
building a network with other
women. The goal of the program is
to encourage and expand women’s
presence in the Agile community.
It started in earnest at the
Agile2016 conference with some
sessions at the conference
dedicated to this initiative.
This year’s event (Agile2017)
was preceded by a separate halfday event for Women in Agile.
The best way to see what’s happening currently in this community is to check out the twitter
hashtag #womeninagile.
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A SIBLING TO the successful communities Lean
Tribe and Dev Tribe has been born at Softhouse
in Bosnia. This new tribe is called Leader’s
Tribe and is focused on leadership. It aims
to bring together people interested in
topics about management in Agile.
Leader’s Tribe is co-operating with
the local organization Agile Bosnia
and has already had its first event on
the theme “How to include employees
in company development”.

“If you are going to do
TPS you must do it all
the way. You also need
to change the way
you think. You need to
change how you look
at things.”
– Taiichi Ohno

On December 1st this year, Leader’s Tribe
will hold a gathering on “Learning through
failure” at the big IEEE event in Sarajevo;
“Innovation, Leadership, Entrepreneurship”.

è Order it directly from Softhouse’s webshop here:

Women
in Agile

The Tribe concept
exported to Bosnia

A taste for
games
Do you like learning about Agile by
playing games?
TastyCupcakes is a community-
run site that continuously presents games, techniques and approaches that can be used by
Agile coaches and ScrumMasters.
At TastyCupcakes you’ll find
games for different activities or approaches
of the software development world and for
various roles of Agile
teams: communication,
lean, requirements, team dynamics and even software testing.
TastyCupcakes is a community-
run website and you can contribute by giving feedback on existing games or adding new games.
You can visit the TastyCupcakes
website at
http://tastycupcakes.org/.

Softhouse Education
– courses for everyone

• GDQ-certification (see
page 28 in this issue)
• Certified Scrum Master
• Certified Scrum Product
Owner
• Mastering Kanban
• Agile requirements
• Turn the costs around
• Effective team feedback
– with Orangino Work
And more …

è Check out our course program at:
http://bit.ly/SofthouseCourses
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hen I joined the Softhouse team
almost three years ago I had lots
of prejudices about tech people in
general and computer engineers
in particular. I came here to work with marketing and communication and had previously spent
most of my time rubbing shoulders with urban
planners, architects and communicators who
focused primarily on “soft issues”. Engineers, I
thought, thought in binary, based their decisions
on algorithms, and moved through the corridors
in straight lines and at right angles.
Three years later, I have a very different view.
I honestly have to say: Engineers are the best
because they make stuff happen!
It's been no easy path reaching this conclusion,
and it absolutely did not happen overnight. Many
times – especially at first – cooperation has been
incredibly frustrating. But gradually it dawned on
us that there was something getting in the way of
our interaction, and eventually we realized what
it was: we had grown up in different worlds, with
quite different views on, for example, communication and cooperation.
To me, the essence of communication is to motivate, inspire, and breathe life into goals and
visions, for example. However, I eventually realized that my engineer friends
come from an environment where
communication must be concise
and compact and, above all, must
have as its primary aim to inform.

You could say that my starting points are
“what?” and “why?” Their starting points, on the
other hand, are rather “how?” and “when?”. Using
Aristotle’s classic rhetorical model ethos, logos
and pathos, you might say that I am oriented
towards that part of communication that deals
with ethos (reliability, motivation) and pathos
(emotions, inspiration) while the engineering
culture is a typical logos culture (facts, arguments).
Our efforts to understand and learn from each
other have taken time and hard work, but it certainly has been worth it. I have taught my colleagues to visualize goals and outcomes and they
have taught me to be rigorous and concise. I have
taught them to put heart and passion into communication, and they have taught me to be structured and clear.
This learning process continues day by day here
at Softhouse. I could make a long list of the things
I appreciate in my engineer colleagues. They are
realistic, straightforward, goal-oriented, innovative and very creative – in a way that people in other industries may find difficult to understand. But
the trait that inspires me most is this: they never stop searching for new knowledge and skills!

Ardiana Spahija is Communications
Manager at Softhouse with a background in architecture, visualisation and
communication.

