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What  the  Frameworks  Leave  
Out

A	  look	  at	  culture,	  prac7ces	  and	  organiza7onal	  development	  

Scaling	  Agile	  and	  Lean	  Prac7ces
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Mar4n  Olson

•  Principal	  at	  Silicon	  Prairie	  Solu7ons,	  Inc.	  	  
•  Agile	  |	  Lean	  training	  and	  transforma7ons	  for	  small	  to	  large	  

organiza7ons	  
•  Based	  in	  Kansas	  City	  with	  clients	  throughout	  the	  US	  
•  BS	  Comp.	  Science	  UMKC	  
•  MBA	  University	  of	  Kansas	  	  

•  24	  Years	  Experience	  in	  the	  IT	  Industry	  
•  Consul7ng	  for	  the	  last	  16	  years	  
•  Transforma7on	  experience	  with	  clients	  ranging	  from	  two	  person	  

startups	  to	  500+	  person	  divisions	  in	  Fortune	  500	  companies	  

Cer$fica$ons	  
SAFe	  SPCT	  
ORSC	  ACC	  (pursuing)	  	  

	  

Agile	  KC	  –	  www.agilekc.org	  
Agilehood	  KC	  -‐	  hXp://kc.agilehood.org/	  
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Checking  In
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Version  1  –  State  of  Agile

hXps://www.versionone.com/pdf/state-‐of-‐agile-‐development-‐survey-‐ninth.pdf	  

•  Ninety-‐four	  percent	  (94%)	  of	  all	  organiza7ons	  surveyed	  now	  
prac7ce	  agile.	  	  

•  In	  2013,	  the	  majority	  of	  respondents	  had	  fewer	  than	  1,000	  
people	  in	  their	  so`ware	  organiza7on.	  	  

•  But	  in	  2014,	  approximately	  35%	  of	  respondents	  had	  more	  
than	  5,000	  people	  in	  their	  organiza7on,	  and	  20%	  worked	  in	  
very	  large	  organiza7ons	  with	  more	  than	  20,000	  people.	  	  
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Version  1  –  State  of  Agile

According	  to	  the	  data	  -‐	  Tips	  for	  scaling	  	  	  
1.  Consistent	  process	  and	  prac7ces	  (42%)	  
2.  Execu7ve	  sponsorship	  (40%)	  	  
3.  Implementa7on	  of	  a	  common	  plaaorm	  across	  teams	  

(39%).	  

hXps://www.versionone.com/pdf/state-‐of-‐agile-‐development-‐survey-‐ninth.pdf	  
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Consistent  Process  and  Prac4ces

hXp://www.agilescaling.org/ask-‐matrix.html	  
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Some  thoughts  on  change…
• When	  we	  consider	  modifying	  the	  way	  we	  work	  together,	  we	  are	  talking	  
about	  organiza7onal	  development.	  	  

•  The	  challenge	  with	  designing	  and	  realizing	  sustainable	  organiza7onal	  
development	  is	  finding	  the	  balance	  between	  fi"ng	  the	  organiza7onal	  
needs	  to	  the	  organiza7onal	  capabili7es	  and	  defining	  a	  path	  that	  the	  
organiza7on	  can	  traverse.	  

We	  need	  to	  match	  the	  process	  to	  the	  people	  (not	  impose	  the	  process	  on	  the	  people!)	  
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N.B.	  Over	  7me	  culture	  will	  trump	  unsupported	  prac7ces.	  
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Two  Ques4ons

Where	  are	  we?	  

Where	  do	  we	  want	  to	  go?	  
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Where  are  we?

Before	  we	  can	  chart	  a	  course	  to	  defining	  and	  implemen7ng	  a	  new	  way	  
of	  working,	  we	  need	  to	  understand	  how	  we	  currently	  work.	  

Processes	  
Stage	  Gates	  
Work	  Flow	  
Market	  Posi7on	  

Beliefs	  	  
Values	  
Ahtudes	  
Behaviors	  
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We  need  a  different  perspec4ve….
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Color  (Adjec4ve)
Metaphor	  -‐	  	  	  

	  Evolu7onary	  track	  
Characteris7cs	  	  

	  	  	  	  
	  
Thought	  Breakthroughs	  

	  	  
	  
Examples	  
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Red  (Impulsive)
Metaphor	  -‐	  Wolf	  Pack	  

	  Evolves	  from	  the	  need	  for	  safety	  in	  a	  chao7c	  environment	  
Characteris7cs	  	  

	  Powerful	  leadership	  
	  Ins7lls	  fear	  in	  enemies	  and	  compliance	  in	  group	  
	  Limited	  planning	  \	  limited	  reach	  

Thought	  Breakthroughs	  
	  Command	  authority	  
	  Division	  of	  labor	  

Examples	  
	  Street	  gangs,	  mafia,	  tribal	  mili7as	  
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Amber  (Conformist)
Metaphor	  –	  Army	  

	  Evolves	  when	  the	  short	  term	  planning	  of	  Red	  cannot	  provide	  long	  	  term	  
	  succession	  

Characteris7cs	  	  
	  Clear	  hierarchy	  of	  power	  
	  Defined	  succession	  plan	  
	  Strong	  control	  over	  lower	  levels	  of	  organiza7on	  

Thought	  Breakthroughs	  
	  Long	  term	  planning	  is	  possible	  
	  Stable	  process	  for	  governing	  
	  Formal	  hierarchy	  –	  defined	  roles	  

Examples	  
	  Government	  agencies,	  tradi7onal	  churches,	  military	  
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Orange  (Achievement)
Metaphor	  –	  Machine	  

	  Evolves	  when	  Amber	  organiza7ons	  cannot	  adapt	  to	  changing	  environments	  
Characteris7cs	  	  

	  Compe77on	  of	  ideas	  
	  Work	  is	  done	  to	  maximize	  gain	  
	  Leadership	  iden7fies	  broad	  objec7ves,	  workers	  have	  some	  la7tude	  in	  
	  achieving	  them	  

Thought	  Breakthroughs	  
	  Innova7on	  
	  Accountability	  
	  Meritocracy	  

Examples	  
	  Large	  corpora7ons,	  public	  universi7es	  
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Green  (Pluralisi4c)
Metaphor	  –	  Family	  

	  Evolves	  as	  people	  in	  Orange	  organiza7ons	  don’t	  feel	  connected	  to	  their	  
	  work.	  

Characteris7cs	  	  
	  Focus	  on	  deligh7ng	  the	  customer	  
	  Decision	  making	  is	  shared	  by	  the	  group	  (consensus)	  
	  Members	  are	  engaged	  in	  the	  work	  

Thought	  Breakthroughs	  
	  Empowerment	  \	  Consensus	  	  
	  Values	  driven	  culture	  and	  inspira7onal	  purpose	  
	  Mul7ple	  stakeholder	  perspec7ve	  

Examples	  
	  Culture	  driven	  organiza7ons	  (Spo7fy,	  Southwest,	  Ben	  and	  Jerry’s)	  
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Teal(Evolu4onary)
Metaphor	  –	  Living	  system	  

	  Evolves	  as	  consensus	  seeking	  in	  Green	  slows	  down	  the	  delivery	  of	  	  work.	  
Characteris7cs	  	  

	  An7-‐fragile	  
	  Members	  drawn	  by	  a	  higher	  calling	  
	  Decision	  making	  is	  spread	  across	  the	  company	  and	  uses	  the	  ‘Advice	  Process’	  

Thought	  Breakthroughs	  
	  Whole	  person	  comes	  to	  work	  (crea7ve,	  analy7cal,	  spiritual)	  
	  Absence	  of	  management	  roles	  
	  Purpose	  of	  organiza7on	  is	  evolu7onary	  and	  changes	  

Examples	  
	  Morningstar,	  Buurzorg	  
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Powerful	  leadership	  
Ins$lls	  fear	  in	  enemies	  and	  compliance	  in	  
group	  
Limited	  planning	  \	  Limited	  reach	  

Command	  authority	  
Division	  of	  labor	  
	  

Street	  gangs,	  
mafia,	  tribal	  
mili$as	  
	  

Clear	  hierarchy	  of	  power	  
Defined	  succession	  plan	  
Strong	  control	  over	  lower	  levels	  of	  
organiza7on	  

Long	  term	  planning	  is	  possible	  
Stable	  process	  for	  governing	  
Formal	  hierarchy	  –	  defined	  roles	  

Government	  
agencies,	  
tradi7onal	  
churches,	  military	  

Compe77on	  of	  ideas	  
Work	  is	  done	  to	  maximize	  gain	  
Leadership	  iden7fies	  broad	  objec7ves,	  
workers	  have	  some	  la7tude	  in	  achieving	  them	  

Innova7on	  
Accountability	  
Meritocracy	  

Large	  corpora7ons,	  
public	  universi7es	  

Focus	  on	  deligh7ng	  the	  customer	  
Consensus	  decision	  
Members	  are	  engaged	  in	  the	  work	  

Empowerment	  
Values	  driven	  culture	  and	  
inspira7onal	  purpose	  
Mul7ple	  stakeholder	  perspec7ve	  

Culture	  driven	  
organiza7ons	  
(Southwest,	  Ben	  
and	  Jerry’s)	  

An7-‐fragile	  
Members	  drawn	  by	  a	  higher	  calling	  
Decision	  making	  is	  spread	  across	  the	  company	  
‘Advice	  Process’	  
	  

Whole	  person	  comes	  to	  work	  	  
Absence	  of	  management	  roles	  
Purpose	  of	  organiza7on	  is	  
evolu7onary	  and	  changes	  

Morningstar,	  
Buurzorg	  
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Leadership	  has	  ul$mate	  power	  
Limited	  power	  sharing	  with	  others	  
	  
	  

Front	  line	  workers	  have	  no	  power	  
All	  decisions	  made	  by	  leader,	  only	  reac$on	  and	  
basic	  func$oning	  leD	  to	  individual	  

Power	  and	  privilege	  defined	  by	  rank	  and	  
posi7on.	  
Authority	  and	  decisions	  are	  not	  ques7oned	  
by	  lower	  ranks	  

Front	  line	  workers	  expect	  leadership	  to	  make	  
decisions	  and	  direc7on	  
Effec7veness	  is	  measured	  in	  how	  well	  you	  follow	  
direc7on	  and	  keep	  order	  

Leadership	  is	  in	  compe77on	  and	  coopera7on	  
with	  each	  other.	  
Some	  power	  is	  ceded	  to	  workers	  with	  a	  
strong	  organiza7onal	  structure	  remaining	  

Workers	  can	  strive	  for	  personal	  gain	  as	  well	  as	  
organiza7onal	  gain.	  
Compe77on	  and	  accountability	  seen	  at	  the	  team	  
level	  

Servant	  leadership,	  goal	  of	  leader	  is	  to	  help	  
others	  grow.	  
Limited	  amount	  of	  management,	  focuses	  on	  
culture	  

Power	  spread	  throughout	  the	  organiza7on	  with	  
much	  of	  it	  at	  the	  team	  level	  due	  to	  the	  number	  of	  
people	  

Leadership	  is	  focused	  on	  coaching	  and	  
advising.	  
No	  formal	  power	  due	  to	  rank	  and	  posi7on.	  

Self-‐management	  allows	  power	  to	  be	  distributed	  
throughout	  the	  organiza7on.	  
Workers	  are	  responsible	  for	  resolving	  problems,	  
determining	  priori7es,	  etc.	  
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Two  Ques4ons

Where	  are	  we?	  

Where	  do	  we	  want	  to	  go?	  
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Where  do  we  want  to  go?    And  Why?

• Answering	  these	  ques7ons	  is	  cri7cal	  for	  helping	  ensure	  success	  with	  
organiza7onal	  development.	  

• Provides	  a	  ‘North	  Star’	  for	  people	  to	  steer	  by	  day-‐to-‐day.	  

• Allows	  us	  to	  create	  a	  road	  map	  for	  the	  change.	  
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Where  do  we  want  to  go?    

• What	  issues/problems	  are	  we	  trying	  to	  solve	  by	  using	  Agile	  |	  Lean	  
prac7ces	  at	  scale?	  

• Why	  do	  we	  think	  these	  approaches	  will	  work	  for	  us?	  

• How	  does	  this	  change	  reflect	  on	  where	  the	  organiza7on	  is	  and	  needs	  
to	  be	  (with	  respect	  to	  Laloux’s	  model)	  
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Powerful	  leadership	  
Ins$lls	  fear	  in	  enemies	  and	  compliance	  in	  
group	  
Limited	  planning	  \	  Limited	  reach	  

Command	  authority	  
Division	  of	  labor	  
	  

Street	  gangs,	  
mafia,	  tribal	  
mili$as	  
	  

Clear	  hierarchy	  of	  power	  
Defined	  succession	  plan	  
Strong	  control	  over	  lower	  levels	  of	  
organiza7on	  

Long	  term	  planning	  is	  possible	  
Stable	  process	  for	  governing	  
Formal	  hierarchy	  –	  defined	  roles	  

Government	  
agencies,	  
tradi7onal	  
churches,	  military	  

Compe77on	  of	  ideas	  
Work	  is	  done	  to	  maximize	  gain	  
Leadership	  iden7fies	  broad	  objec7ves,	  
workers	  have	  some	  la7tude	  in	  achieving	  them	  

Innova7on	  
Accountability	  
Meritocracy	  

Large	  corpora7ons,	  
public	  universi7es	  

Focus	  on	  deligh7ng	  the	  customer	  
Consensus	  decision	  
Members	  are	  engaged	  in	  the	  work	  

Empowerment	  
Values	  driven	  culture	  and	  
inspira7onal	  purpose	  
Mul7ple	  stakeholder	  perspec7ve	  

Culture	  driven	  
organiza7ons	  
(Southwest,	  Ben	  
and	  Jerry’s)	  

An7-‐fragile	  
Members	  drawn	  by	  a	  higher	  calling	  
Decision	  making	  is	  spread	  across	  the	  company	  
‘Advice	  Process’	  
	  

Whole	  person	  comes	  to	  work	  	  
Absence	  of	  management	  roles	  
Purpose	  of	  organiza7on	  is	  
evolu7onary	  and	  changes	  

Morningstar,	  
Buurzorg	  
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Red  -‐  Amber
Powerful	  leadership	  
Ins$lls	  fear	  in	  enemies	  and	  compliance	  in	  
group	  
Limited	  planning	  \	  Limited	  reach	  

Command	  authority	  
Division	  of	  labor	  
	  

Clear	  hierarchy	  of	  power	  
Defined	  succession	  plan	  
Strong	  control	  over	  lower	  levels	  of	  
organiza$on	  

Long	  term	  planning	  is	  possible	  
Stable	  process	  for	  governing	  
Formal	  hierarchy	  –	  defined	  roles	  

•  Understand	  who	  in	  authority	  needs	  to	  validate	  the	  plan	  –	  work	  with	  team	  members	  to	  
begin	  crea7ng\suppor7ng	  the	  plan.	  

•  Stress	  agile	  Roles	  and	  Responsibili7es	  and	  begin	  crea7ng	  a	  defined	  hierarchy.	  	  	  (Self-‐
direc7on	  would	  be	  counter	  produc7ve	  here.)	  

•  Use	  planning	  to	  help	  iden7fy	  division	  of	  labor	  and	  support	  the	  process	  for	  moving	  work	  
through	  the	  system.	  
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Amber  -‐  Orange
Clear	  hierarchy	  of	  power	  
Defined	  succession	  plan	  
Strong	  control	  over	  lower	  levels	  of	  
organiza$on	  

Long	  term	  planning	  is	  possible	  
Stable	  process	  for	  governing	  
Formal	  hierarchy	  –	  defined	  roles	  

•  Work	  with	  leadership	  to	  allow	  compe77on	  to	  the	  plan.	  	  	  
•  Begin	  crea7ng	  plans	  with	  broader	  objec7ves.	  
•  Less	  emphasis	  on	  defined	  roles	  and	  more	  emphasis	  on	  maximizing	  gains	  (teams).	  
•  Work	  on	  understanding	  when	  the	  plans	  change	  and	  why.	  	  	  
•  Iden7fy	  and	  work	  with	  instances	  of	  meritocracy.	  

Compe$$on	  of	  ideas	  
Work	  is	  done	  to	  maximize	  gain	  
Leadership	  iden$fies	  broad	  objec$ves,	  
workers	  have	  some	  la$tude	  in	  achieving	  
them	  

Innova$on	  
Accountability	  
Meritocracy	  
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Orange  -‐  Green

•  More	  focus	  on	  customer	  and	  other	  stakeholders.	  
•  Work	  on	  consensus	  decision	  making.	  
•  Individual	  engagement	  and	  team	  belonging.	  
•  Focus	  on	  values	  and	  purpose.	  

Compe$$on	  of	  ideas	  
Work	  is	  done	  to	  maximize	  gain	  
Leadership	  iden$fies	  broad	  objec$ves,	  
workers	  have	  some	  la$tude	  in	  achieving	  
them	  

Innova$on	  
Accountability	  
Meritocracy	  

Focus	  on	  deligh$ng	  the	  customer	  
Consensus	  decision	  
Members	  are	  engaged	  in	  the	  work	  

Empowerment	  
Values	  driven	  culture	  and	  
inspira$onal	  purpose	  
Mul$ple	  stakeholder	  
perspec$ve	  
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Amber  -‐  Green

Compe$$on	  of	  ideas	  
Work	  is	  done	  to	  maximize	  gain	  
Leadership	  iden$fies	  broad	  objec$ves,	  
workers	  have	  some	  la$tude	  in	  achieving	  
them	  

Innova$on	  
Accountability	  
Meritocracy	  

Focus	  on	  deligh$ng	  the	  customer	  
Consensus	  decision	  
Members	  are	  engaged	  in	  the	  work	  

Empowerment	  
Values	  driven	  culture	  and	  
inspira$onal	  purpose	  
Mul$ple	  stakeholder	  
perspec$ve	  

Clear	  hierarchy	  of	  power	  
Defined	  succession	  plan	  
Strong	  control	  over	  lower	  levels	  of	  
organiza$on	  

Long	  term	  planning	  is	  possible	  
Stable	  process	  for	  governing	  
Formal	  hierarchy	  –	  defined	  roles	  
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