
Inside Business Agility
Give Thanks For Scrum 2019



Achieving Business Agility means to 
succeed in creating a shippable 

product every increment, that the 
business has the flexibility to decide if 

and when to release the product



Craig Larman’s Laws of Organizational Behavior

1. Organizations are implicitly optimized to avoid changing  the Status Quo –

existing power structures (management and specialist)

2. As a corollary to (1) - Any change initiative will be reduced to redefining 

and overloading the new terminology to mean basically the same as the 

Status Quo

3. As a corollary to (1) - Any change initiative will be derided as “purist”, 

“theoretical”, “dogmatic”, “revolutionary”, and “needing pragmatic 

customization for local concerns”!

4. “Attempting to change an organization’s culture is a folly, it 

always fails. Peoples’ behavior (the culture) is a product of 

the system; when you change the system peoples’ 

behavior changes.”



Leadership Agility
Forming the eco-system that enables real transformation!



• Establish a team of highly authorized 
executive leaders

• Eliminate Organization Debt – identify 
and remove waste

• Owns Transformation Strategy

• Remove impediments for the teams

• Continuously observes metrics 
tracking product delivery

• Challenges the organization to 
iteratively evolve

It all starts with Executive Leader Engagement!



Start with a Case for Change – Urgent!

Kotter’s 8-step

Lewin’s





Most organizations 
cannot prioritize, deliver 

nor refactor!

Create a Transformation Backlog 
for the Organization considering 15 
different components!

• PRIORITIZATION

• PRODUCT PORTFOLIO

• WORKING PRODUCT

• STRATEGIC VISION

• ORGANIZATIONAL REFACTORING

• BACKLOG PRIORITIZATION

• TEAM-LEVEL PROCESS

• BACKLOG REFINEMENT

• EXECUTIVE ENGAGEMENT

• RELEASE PLANNING

• CONTINUOUS IMPROVEMENT

• DEPLOYMENT

• CROSS-TEAM COORDINATION

• FEEDBACK

• METRICS & TRANSPARENCY



Create an Agile bubble within the current 
Eco-System

• Start with Invitation instead of mandates!

• Identify 2-3 willing teams

• Gain explicit agreement on terminology, tools, 

methods and frameworks

• Organize people around a value stream, with 

a focus on delivering value frequently (first 

step to continuously)

• Overcome large organization technology 

impediments (moving to the cloud, test 

infrastructure etc.) one step at a time!



Establish Agile Leaders

➢Product Owners are accountable for value delivered per point

➢Scrum Masters are accountable for measurable process improvement, 

regular product delivery and team happiness

➢Middle Managers become accountable for removing waste, anything 

blocking the creation of a shippable increment each iteration!

“Is Adobe organized to 

maximize the production 

of value to the market?”

“What’s the Role of 

Management in Scrum?”

“Well its your job as a 

manager to fix that!”

“No Way!”

“That’s a full time job! I 

guess I know what I need 

to do now …”



Leadership Agility
Building Trust with your teams

Leadership Trust

Be a Part 
of the 

Solution

Empower 
Risk 

Taking

Create 
Engaged 
Leaders



Leadership Agility
Building Trust with your teams

– How do we create Engaged Leaders?

– Explain how their role changes

– Help them embrace self-managing 

autonomous teams 

– Leaders vs. Managers

– Peer vs. Supervisor 

– Supportive vs. Command & Control

– Coach vs. Order

– Include vs. Exclude 

Create 
Engaged 
Leaders



Leadership Agility
Building Trust with your teams

– How do we empower Risk Taking?

– Leaders and Scrum Teams naturally 

fear failure to start, create a culture 

where risks that succeed and risks 

that fail are given equal weight 

– Failure is a necessary learning tool for 

our teams

– Use the feedback and retrospective 

tools at your disposal to create 

continuous learning loops 

Empower 
Risk 

Taking



Leadership Agility
Building Trust with your teams

– How can leadership be a Part of the 
Solution?
– Be approachable & available 
– Listen
– Get involved when invited 

– An Impediment / Obstacle practice is a 
great way to build trust
– Create a continuous feedback and 

assistance loop, where identification 
and resolution of technology, process, 
or people impediments is vital and 
visible to leadership 

Be a Part 
of the 

Solution 



Utilize Open Space 8 meetings worldwide

Over 900 employees

210 topics

11 major initiatives identified!



Establish and Fund an Agile Practice

Comprised of Leaders that are Experienced Scrum 

Practitioners!

ALL Scrum Masters report into the Agile Practice (at 

least dotted line!)

Build out coaching & training competency

Measure and Make VISIBLE the quality of Scrum 

being done by the teams!

Deliver on the transformation vision created by 

Executive Leadership!



EXERCISE

Identify 1 organizational impediment to 
your transformation



Product Agility
Changing the mindset of the Business!



Henrik Kniberg – Agile Product 

Ownership in a Nutshell
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Build the 

right thing

Build the 

thing fast

Build the 

thing right

Product Agility is the balance between continuous 
discovery, learning and delivery

Short term Value,

Long term issues

Long term Horizon,

Market will likely shift

Great software built quickly

that users don’t need

SM

PO

DEV TEAM

Henrik Kniberg – Agile Product 

Ownership in a Nutshell



Build the 

thing fast

Build the 

thing right

Build the 

right thing

Continuous Delivery

Product 

Agility

Product Agility lies at the intersection of these three 
pillars of Product Development

SCRUM 

MASTER TEAM

PRODUCT 

OWNER
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Move from funding projects to Identifying and 
Funding Value Streams

Value Streams represent the 

people and the process that 

deliver ongoing and evolving 

streams of product increments to 

stakeholders

Each Value Stream has a budget 

and guardrails, to create a 

Shared Consciousness around 

the business strategy and enable 

POs to make decisions that are 

respected by Everyone!



The Executive Product Owner 
develops explicit policies for 
managing capacity allocation 
annually within each Horizon, 

inspected and adapted 
quarterly 

The Chief Product Owner 
ensures that planned 

investments for their value 
stream are within these 

investment horizon guidelines –
or provides clear business 

reasons for when they vary

Guide Value Stream Investments by Horizon



Product Vision

More $/Visit Outcome 2 Outcome 3

Outcomes-driven Product Management Framework

Critical 

outcomes 

Reassessed 

annually

Sub-outcomes

Reassessed 

quarterly

Outputs

Reassessed 

each Sprint 

Vision/strategy

Reassessed 

annually or 

longer

Executive Leadership (R)

Product Management (A)

Executive Leadership (C)

Product Management (R)

Product Ownership (I)

Product Management (R)

Product Ownership (A)

Scrum Team (C)

Product Ownership (R)

Scrum Team (A)



Prioritizing to derive higher value from the product

Embrace Uncertainty - Map Assumptions
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Assumptions need to be prioritized based on how important and how likely they are to be true.  

 Important 

 

 

Known 

 

 

 

Start here! 

Unknown 
 

 

 

 

  

Unimportant 

 

 



Value Learning

Effort Effort

High High

High HighLow
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Low Low

Low

MVP MVP-E

Validate Assumptions Through Experiments – The 

Essence of Empiricism



Business Mindset Shift

Work to Solve Problems rather than Define Solutions

Think Outcomes (Problems to be solved) OVER  Outputs (Solutions)

Allow the Teams to Define HOW to solve the problems 

Embrace Uncertainty – Recognize what you think you know are Assumptions to be Validated

Can’t always define an MVP up front, allow Experiments/Feedback to lead you to MVPs

Create Aligned Autonomy – Teams working towards a common Outcome together

“The Goal of Every Sprint is to Try Something and Learn from it” 

Ken Schwaber





Organizational Agility
Breaking down Silos and Creating Real Accountability!



Without the Duel Operating Model Failure is Guaranteed

• A limited number of 

change leaders

• Silo Parochialism

• Rules and 

Procedures

• Pressures to make 

Quarterly numbers

• Complacency or 

insufficient buy-in

You need to 

accelerate …

• Innovation

• Productivity

improvement

• Integration of acquisitions 

or global operations

• Any sort of key strategic 

change

• Cultural change

• Profitable growth

… but are 

stalled by …



Solution: Organize Teams Around Value Streams!



Establish and Respect Authority Boundaries

Decision 

Rights
Account

ability

“For the Product 

Owner to succeed, 

the entire 

organization must

respect his or her 

decisions”

The Scrum Guide



Level Set on Agile and Scrum – Execute 

Foundational Training



Course Overview
Part 1 of the course will include: 

1

2

3

4

Introduction

What are our learning objectives and expectations? 10 minutes

The Agile Mindset

What forces created the Agile mindset and what is its value?

Scrum Framework

What is Scrum? What are its values, foundational theory and Roles? 

Scrum Events

What are the different Scrum Events, their components and their expected outputs?

30 minutes

40 minutes

60 minutes

5
Scrum Artifacts 

What are the three Scrum Artifacts? Why do they matter?
20 minutes



Course Overview
Part 2 of this course will include: 

6 Agile Release Planning

How is Agile Release Planning different than what we do today?
30 minutes

7 User Stories & Sizing

What is a User Story and how do you size it?
45 minutes

8
Supporting Metrics

What are the essential Metrics I need to use to make Scrum work?
30 minutes

9 Supporting Patterns and Anti-Patterns 

What are the essential Patterns I need to use to make Scrum work?
45 minutes

10
Team Charter

What is a Team Charter?
15 minutes

11
Conclusion

What resources are available? How can I share my feedback? 15 minutes





Key Metrics tracked per Team

Process 

Efficiency

Planned 

Accuracy

> 80%

Happiness 

Metric

Committed 

Accuracy

90%-110%

Acceleration

(New V – Initial V)

Initial Velocity





Teams are Accountable to Continuously 
Improve!

Agility is NOT ABOUT Stagnation!

Predictability is fine but its not an excuse to not seek

better ways of working!

Metrics are not the target – they start a conversation

Coach teams to employ the 5 why’s to determine root cause 

of highlighted issues

Even small team improvements at scale become HUGE!

THE CORE OF AGILITY IS CONTINUOUS IMPROVEMENT!



People Ops & Program Management

Goal is to assure Release Readiness – therefore belongs 

under those who make the decision to release (Business)

Conflicts with Self-Organized Teams if under Engineering

Must Include HR to make it clear we are serious … 

Incentives based on goals that are aligned to a set of 

values that promote new behaviors

Avoid the Air Sandwich - Communication



You Don’t Scale Up – You Scale Out!

Jeff Sutherland

Start with an Invitation!


