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Detailed Assessment Results
Our assessment included online survey results from 136 people at [Org].  As well, we held more
than 30 one-on-one interviews and 10 group workshops.  The assessment focused on [Org] IT, 
but was not limited to this part of the organization.  Culture, business, technology, process, 
people and tools were all considered as part of the assessment.  The following sections provide 
summaries and highlights of the assessments.  Full raw data and assessment descriptions are 
provided separately.
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Online Survey

In the week prior to our on-site assessment work, 136 people from [Org] participated in an 
online survey that focused on three main areas: existing challenges, sense of urgency, and 
current organizational culture.  The results are as follows:
Existing Challenges
More than fifty percent of survey respondents chose the following seven challenges:

1. Long wait times for decisions to be made.
2. Lack of knowledge sharing among staff.
3. Distrust between parts of the organization.
4. Organizational mis-alignment.
5. Low staff morale.
6. Slow time to market.
7. Excessive overtime.

Detailed data is as follows:

The broad recognition of these problems is a good sign that there is significant room for 
improvement in the organization and that an Agile-Lean Transformation can help.  As well, this 
list becomes a source for finding quick wins that can help garner support for a transformation.

Table 1: Perception of Existing Challenges

Challenge: Out of 136 Percent:
Long wait times for decisions to be made 79 58.09%
Lack of knowledge sharing among staff 74 54.41%
Distrust between parts of the organization 67 49.26%
Organizational mis-alignment 58 42.65%
Low staff morale 58 42.65%
Slow time to market 53 38.97%
Excessive overtime 52 38.24%
Late project deliveries 48 35.29%
Managers overworked 46 33.82%
High staff turnover 44 32.35%
Unrealistic stakeholder expectations 43 31.62%
Staff complacency - no drive to improvement 41 30.15%
Uncertain vision or strategy 40 29.41%
High operating costs 38 27.94%
Poor quality in products or services 35 25.74%
Low stakeholder satisfaction 28 20.59%
Death March projects 28 20.59%
Poor market response to products or services 27 19.85%
Unhappy customers 25 18.38%
Business losing market share 18 13.24%
Business losing money 18 13.24%
Poor vendor relationships 13 9.56%



PRIVATE AND CONFIDENTIAL  (Page 7 of 73)

Sense of Urgency
Participants were asked to rate the likelihood of problems based on three types of business 
pressures: internal problems, competitive threats and window of opportunity.  In all three cases, 
there was a noted lack of belief that there were any significant problems on the horizon.  Data is
as follows:

The first critical step in any transformation effort is that there is broad recognition of the true 
urgency for change.  This part of the survey indicates that there is a great need for leadership to 
create and sustain this sense of urgency.
Current Organizational Culture
The survey attempted to determine the current culture type for the [Org] organization based on 
three broad categories: “New Organization”, “Team Focused” and “Traditional”.  Generally 
speaking, scoring highly in the Team Focused category is more directly compatible with an 
Agile-Lean approach to work.
Based on the survey, [Org] scored lowest on Team Focused culture and highest on Traditional 
culture.  Some significant results include:

• People focus their attention on whatever is urgent.
• People focus their attention on their function or department.
• Decisions are based on policies and procedures.

Illustration 1: Urgency Due to Internal Problems

Likelihood of Internal Problem
No chance at all! Could happen, but not 

likely.
Fifty-fifty chance.

Very likely, but not cer-
tain.

Near certainty!

Illustration 2: Urgency Due to Competition

Likelihood of Damaging Competition
No chance at all! Could happen, but not 

likely.
Fifty-fifty chance.

Very likely, but not cer-
tain.

Near certainty!

Illustration 3: Urgency Due to Window of Opportunity

Likelihood of Missed Opportunity
No chance at all! Could happen, but not 

likely.
Fifty-fifty chance.

Very likely, but not cer-
tain.

Near certainty!
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As can be seen in the chart, the current culture at [Org] is most similar to a large traditional 
organization.  However, compared to other organizations we have assessed, the strength of this 
aspect of culture is not overwhelmingly strong compared to the more Agile-compatible “Team 
Focused” culture score.
Raw and consolidated survey results can be found in the folder titled “Online Survey Results”.

Illustration 4: Organizational Culture Scores

New organization score: Team focused score: Traditional score:
0.00
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0.10

0.15

0.20

0.25

0.30

0.35
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One-on-One Interviews

During our first week on-site, our focus was meeting people from many parts of the organization
in order to ask open-ended questions about the work environment at [Org].  The questions asked
were as follows:

1. What do you do?
2. Who is your most important customer (who cares most about the work you personally 

do)?
3. Explain your work environment.
4. What is the most enjoyable part of work for you?
5. If you were to remove just one aspect of your job, what would it be? (What sucks?)
6. How could the environment be changed to help you be more happy, more productive, 

more efficient?
7. What, if any, experience do you have with agile / lean?
8. What resistance do you think we will encounter during the transformation process?
9. What support do you think we will encounter during the transformation process?
10.Any other thoughts or comments?

In summarizing results, we focused on question 5 (remove an aspect of your job) and question 6
(improve the environment).  Results were as follows:
Remove just one aspect of your job?

– too many meetings (x 4)
– time tracking (x 3)
– expectation of overtime (x 2)
– administrative work (x 2)
– distractions from current work (x 2)
– no longer being the project manager (x 2)
– Others related to process, administrative duties or activities:

– PCI project
– expense reports
– sucked into many meetings on the business side
– status reports
– having to write service requests
– estimating projects that are large
– stop doing the PM work
– the SR system
– unpredictable workload

– Others related to soft skills or interaction
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– people acting unprofessionally, lack of project knowledge
– certain amount of status quo, done this way for 15 years
– change is met with resistance
– disciplining people
– not enough contact with clients/client services
– little feedback allowed back to business
– work/life balance
– finger pointing
– data management and development butting heads over security
– fighting over resources (people)

– Others related to technical issues
– figure out technical strategy and streamline process
– tech is huge pain point
– lack of quality in the code
– not enough time in project for development work
– no easy access to data, no authority, no playground
– no control in QA environment, just a list of bug fixes

How could the environment be changed to help you?
– ability to expand and learn new things (x 5)
– communication with rest of company (x2)
– remove bureaucracy (x2)
– Changes in line with an Agile-Lean Transformation:

– people committed to work
– have better communication skills for development to interact with clients
– for leadership to lead the change
– skills by people are not being harnessed
– disconnect between IT and creative, should work together
– more inclusiveness
– acknowledgement of work by IT
– know what real org. chart looks like
– awareness by rest of company of infrastructure
– stop hard coding
– anything that helps us to become more focused on the results/goals
– more control over development, bring more to the teams
– more control for user experience
– no alignment of what gets built
– isolated groups
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– ability to try new ideas, which could turn into something to sell
– so much focus on billable hours
– better to have whole globe team involved
– more ownership to globe teams
– too many documents (eg. BFRD)
– process is not efficient, agile will be better
– get everyone together, collocated for project
– make cubicle walls lower – can talk to each other
– too much task switching
– get rid of PMO
– need slack in schedule
– closer proximity b/w Mktg, IT and Ops
– stop having to justify obvious ideas to management

– Changes away from an Agile-Lean Transformation:
– get functional requirements earlier
– BAs could be stronger
– little or no documentation (need more)
– want more formal process
– missing systems analyst
– no detailed plan is done (non-functional), unable to define done
– lack of discipline regarding requirements
– specifications not technical enough

– Changes that may or may not be appropriate for an Agile-Lean Transformation
– results through call centre are sometimes quite broken
– product is way underfunded and under resourced
– frustration to get things done
– money is not spent on hiring the needed people
– analytics seen as a menu item on a product sheet, it is part of the product
– more support – more structure at the start

One-on-one interview raw notes can be found in the folder “One on One Interviews”.
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Project Success Factors

During our second and third weeks on-site, we spent a considerable amount of time with both 
the teams from Globe and Rewards. The purpose of the Project Success Factors workshop is to 
identify the factors and their order of importance for a project to be considered successful. 
(Yellow is current state, pink is desired state.)
Here are the results for the Rewards team (based on a typical client facing project (e.g. Husky)

It is important to note a few things that the Rewards team wanted to change:
– Moral to move from 1 to 8 (morale is not seen as being important at all) – largest change

Illustration 5: Rewards Project Success Factors
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– Quality to improve from 7 to 10
– Communication to improve from 3 to 9

Some notes from the team:
– quality is not visible outside the team, cost drives quality
– hard to evaluate client satisfaction, yet it is very important to business

Here are the results for the Globe team:

There are some notable similarities between the two groups.  First, both Rewards and Globe 

Illustration 6: Globe Project Success Factors
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teams identified morale as being extremely low priority for the projects' stakeholders.  While this
is not unusual in non-Agile organizations, the degree (both scored it “1”) is notable.  As well, 
both teams scored “Schedule” as a “10”.  This is highly aligned with an Agile environment 
where time-boxing is critical.
Additional notes and original photos can be found in the “Project Success Factors” folder.
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Value Stream Map

The value stream map shows the detailed sequence of steps required to go from an idea or 
request to delivering that request to an end user or client.  In any given process, only some 
activities are valuable: those that change the form, fit or function of the end results.  Other steps 
are considered waste.  In software development, the following are the seven most common 
types of waste:

• partially done work (e.g. documenting a feature instead of just building it)
• extra processes (e.g. project reviews)
• extra features (e.g. functionality that the client does not ask for)
• task switching (e.g. a developer working on two separate projects in the same day)
• waiting (e.g. a tester waiting for a developer to fix a defect before re-testing)
• motion (e.g. handing a document from a business analyst to a designer)
• defects (e.g. any unexpected behaviour of a system)

In value stream mapping, we identify the steps that add value and then estimate the proportion 
of the overall effort (end-to-end) expended in those steps.  The [Org] Large Project value stream 
map is complicated and is attached separately.  The summary of the results is that end-to-end, 
value delivery is approximately 20% of the overall effort (80% waste).  The bulk of the waste is 
found in tasks around defects, rework and waiting.
Here is a photo from the workshop.  A diagrammatic version can be found in the “Value Stream 
Map” folder.  Likely improvements and expected results are listed later in this document.

Illustration 7: Value Stream Map for Large Projects
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Technical Assessment

The technical assessment included a review of the major systems in a workshop format as well 
as a documentation review of the latest architecture diagrams.  This workshop found a strong 
Microsoft homogenous environment with the following challenges:

• Multiple versions of system software with no configuration management system to 
coordinate deployments and upgrades

• Broadly similar functionality in disparate parts of the system written separately 
(duplicated functionality)

• The vast majority of code is “legacy” code according to Agile Engineering standards (lack 
of coverage by automated unit and functional tests)

• Technical staff have little or no time for either refactoring or learning cutting edge 
techniques, tools and technologies

There are also two large technical projects underway: PCI compliance and server co-location 
and virtualization.
Raw notes can be found in the “Technical Assessment” folder.
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Obstacle Categories

This workshop seeks to find out how difficult it will be to launch full-functioning agile teams 
with all the necessary tools and in the ideal environment.  This is measured by going through a 
comprehensive list of the resources that agile teams need to function and asking if the resource 
is currently available, if it can be made available easily for a team or if it will be difficult to 
obtain.  Those which are difficult to obtain become part of the responsibility of management in 
the Agile-Lean Transformation Team (discussed later).
For [Org], there are a significant number of items that will have to be addressed by management.
Some of these items are critical and should be dealt with immediately as follows:

• Close physical proximity to primary stakeholders
• Team-local development tool selection
• Admin access to local workstations
• Stable team membership encouraged across projects
• Individual team members have no restriction on task selection (e.g. Employees vs. 

Contractors)
• Team members can initiate direct communication with any external groups
• Team members can communicate directly with all stakeholders

Other items need to be addressed very quickly after agile teams start up, but their priority will 
depend to a certain extent on the work of the team and its membership.
The details of the Obstacle Categories workshop can be found separately in the “Obstacle 
Categories” folder.
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Root Cause Analysis

The Root Cause Analysis workshops were mostly confirmatory of results found elsewhere in the 
assessment.  One important result from the workshop is that many problems in the organization 
have their root in the performance evaluation methods (KPIs) being focused on utilization.
Photos, notes and diagrams from the workshops can be found in the “Root Cause Analysis” 
folder.
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Agile Practices Assessment

This part of the assessment asks for a cross-section of individuals to evaluate the current use of 
agile practices in several categories.  Scores were as follows:

• The Agile Skeleton 00.00%
• Practices Common to Most Agile Methods: 25.88%
• Basic Scrum Rules: 12.50%
• Optional Rules of Scrum: 02.22%
• Extreme Programming Practices: 38.00%
• Lean Software Development Practices: 10.67%

As expected, most scores are very low.  It was slightly surprising to find that the scores for 
Extreme Programming practices were a little higher.  Here are the details for this category:

This set of scores, and in particular the high scores for “10-Minute Build and Test” and 
“Collective Code Ownership” bode well for a strong, systematic adoption of the other agile 
engineering practices.
The assessment details can be found in the “Agile Practices” folder.

Table 2: Scores for Extreme Programming Practices (out of 5)

Test Driven Development 0
10-Minute Build and Test 4
Pair Programming 2
Architectural Spike 3
User Stories (As a <user role> I can <story> so that <benefit>) 0
Coding Standards 3
Collective Code Ownership 4
Refactoring 1
CRC Cards for Design 0
Agile Modelling 2
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GAP Analysis

The gap analysis workshop asks participants to consider where the organization is currently and 
where they would like it to go.  The following comments were made in the analysis:
Where are we now?
In development, there is a dis-incentive to do value-add/think outside the box work due to 
command and control: people were “sent to Siberia” for making mistakes or doing work outside 
their immediate objectives.  This led to a lack of exposure to outside thinking and eventually a 
dated architecture.  Technology became more insular and started to have a “we know better” 
attitude.  Thus we are behind in technology and slow.
There is a great deal of “surviving”, “hanging in”.  People are maxed out (overtime) and there 
seems to be a tipping point coming of burnout.  This is partly due to the fact that people are very
committed – they don't feel they can say “no”.  This may be due to poor accuracy in quoting 
projects.
There are a lot of challenges between parts of the organization.  Generally, there are strong silos.
There is a schism between technology and business, and this can be seen in a great deal of back 
and forth communication, the wrong people being involved (sometimes leading to last-minute 
changes as the right person finally gets involved).  There is also a big culture of blame and CYA 
throughout the organization.  It is sometimes easier to complain than to help out since the 
relationships are adversarial.
People in power weren't necessarily the right people, and in general we are not using people 
effectively.  Hiring and promoting were based on experience instead of need so positions were 
defined by people instead of by a process.  There is no sense of team.  When someone leaves 
there is often a big knowledge gap.
On the positive side, we manage to deliver complex projects that satisfy clients.  
Communication seems to be getting better.  We are starting to align objectives.  And in general, 
the company seems to be fully supportive of change (although it needs to be more than just 
words and there is some fear of change).
Where do we want to be?

• need leaders to lead (instead of do)
• alignment between departments: all trying to achieve the same goals and working 

together
• better quoting
• faster, better, on-time delivery (more efficiency)
• getting the right people

◦ training and development
• translate vision into action
• no more finger-pointing
• want to be on par with “mothership” ((viewed as less sophisticated than Aeroplan)
• reduce the hierarchy between departments
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• we are all contributing to the goal
• move key expertise into full-time staff
• see more risk-taking
• should be able to have a conversation between client services and IT re: quoting

◦ start getting quotes right
• accountability instead of foisting blame on:

◦ finance
◦ legal
◦ => the business should “own” the business

• business needs to understand competitive environment better
• have a tech-savvy business person as a go-to bridge between tech and business

Photos from the workshop can be found in the “Gap Analysis” folder.
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Other Assessment Notes

As we met with people, we found other interesting ideas and facts.  The following list is in no 
particular order:

– the Agile-Lean Transformation Team has already launched and an Extended ALTT has also
been formed and launched

– significant changes to the sales process for solutions have already been implemented to 
focus the sales effort on best opportunities (in particular minimum size, target industries)

– the IT department at [Org] is actually a combination of professional services and research
and development with a small amount of internal support thrown into the mix

– turnover at the Matheson location has been around 25% recently, with staff and 
contractor changes ongoing
– some management let go
– working to convert key contractors to full-time employees

– many individuals volunteered or requested to be involved early in Agile teams / projects
– changes in the business to focus the sales efforts on larger, more relevant engagements
– at this time it is not possible to change the business model to stop billing for services and 

move to a pure product / licensing model
– work has begun on converting cubicles to team rooms

While doing the assessment, there were some critical pieces of information that were 
unavailable.  Lacking from the assessment:

– detailed financial information for each line of business as well as IT (revenue, costs, cash 
flow)

– detailed lead time (time-to-market) data for SR's categorized by SR effort size



PRIVATE AND CONFIDENTIAL  (Page 23 of 73)

Assessment Summary

In many respects, [Org] is ready for change.  Over and over we heard from people saying they 
were excited about moving to Agile and changing the culture of the organization.  There were 
several themes which were recurring throughout the assessment:

1. Perhaps most notable is the level of exhaustion of most people in the organization.  Again
and again, people mentioned overtime, interruptions and stress due to deadlines.  Often 
in the same breath, people would mention their concern with the level of bureaucracy, 
administrative work and excessive meetings.

2. Most people we spoke with mentioned a lack of communication and collaboration as 
well as a strongly siloed work environment.  Our value stream mapping, technical 
assessment, and obstacles assessments all validate this observation.

3. Many people felt that the Agile-Lean Transformation was limited to IT.  While there is a 
kernel of truth to this, this perception may become an obstacle for the involvement of 
people outside of IT that are critical to the success of the organization.

There are four major risks that we see:
1. A true sense of urgency for change is lacking.  Individuals are doing plenty of urgent work

leading to lots of overtime, but they do not connect that with urgency for the organization
as a whole.

2. People throughout the organization are experiencing a sense of fatigue, including change
fatigue.  With so many changes recently, along with the overtime, people are burnt out.

3. The Agile-Lean Transformation Team is not working at a level of intensity, nor with the 
necessary members to lead true organizational change.

4. [Org] is working in the context of a regional organization that is quickly becoming more 
and more involved in operational aspects of [Org]'s work.  Since an agile-lean 
transformation involves a great number of operational changes, there is the possibility 
that the local changes will not align with the regional efforts and thus cause conflict or 
even make progress stall.

All of these risks are exacerbated by the fact that most people do not really know the true 
difficulty of the change ahead of them.  Most people have the idea of Agile as a silver bullet that 
will quickly solve the systemic and cultural problems... but these types of problems always take 
a great deal of effort (and sometimes time) to solve.
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Analysis
The data from the assessment is used to analyze the appropriate approaches for the overall 
Agile-Lean Transformation and the choice of agile method for adoption.
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Choosing a Transformation Approach

There are four common approaches to progressing through an Agile-Lean Transformation.  The 
“grassroots” approach is that staff and staff-level teams lead the transformation process by 
deciding almost all tactical details such as Agile method to use, when to start a team, who is on 
a team, etc.  The grassroots approach can be supported by executive leadership, but is not 
directed by leadership.  Yahoo! used the grassroots approach.  The “pilot program” approach is 
probably the easiest to implement in that it can be considered an experiment.  In this approach, 
a small number of projects and/or teams are selected to use a specific Agile method (usually 
Scrum) with the intention of learning from the experience and seeing if Agile is “right” for the 
overall organization.  Equitable Life of Canada used the pilot program approach.  The “practice-
by-practice” approach is the most common and typically involves incrementally adopting 
various Agile practices at a team level, usually starting with an iterative process applied in the 
development phase of project work.  RBC is using the “practice-by-practice” approach.  Finally, 
the “big bang” approach is to quickly switch most if not all of an organization over to using a 
fairly complete set of agile processes and practices.  Salesforce.com used the big bang approach.
The following table connects the relevant results of the assessment with each of the above four 
approaches to show the various factors in choosing an approach.  A “+” means that the factor 
and the approach support each other, a “o” means that they are neutral, and a “-” means that 
they have a negative effect on each other.

Grassroots Pilot Program Practice-by-
Practice

Big Bang

Low Staff Morale – + o +

High Level of 
Utilization

o – + +

Large Technical 
Debt / Legacy 
Code

o + – o

Great 
Management 
Support

+ o
no point going

slow

o
no point going

slow

+

Weak 
Organizational 
Culture

– o + +

Business Pain – o
no point going

slow

o +

Organizational 
Silos, Distrust

– + + o
requires a leap of

faith
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The above table shows clearly that the big bang approach is most applicable to the [Org] 
environment.  In addition to these factors, there has been an overwhelming level of interest in 
moving quickly.
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Choosing an Agile Method

There are a large number of specific agile methods that are available for an organization to 
adopt.  The most commonly adopted, by far, is Scrum.  However, Scrum is also the most poorly 
used agile method since it is also very commonly applied in inappropriate situations.
Due to the complexity of the environment at [Org] (multiple lines of business with substantially 
different business models, large legacy systems), a non-homogenous blend of agile methods is 
most appropriate.
The first factor to consider is the variation in the size of “projects” from small sub-5-hour SR's to 
large multi-person, multi-month RFP's.  Work needs to be streamed into two separate categories:
large and small.  The exact delineation between the sizes will be adjusted over time through 
experience.
The second factor to consider is the urgency of organizational change from a business 
perspective.
The third factor to consider is the nature of the work and systems as being only partially product 
oriented, and largely service or solution focused.
The fourth factor to consider is the size of the legacy code base.
Scrum is most appropriate for long-term product development efforts in an urgent change 
environment.  OpenAgile is most appropriate for whole-business agile efforts and when there is 
significant variety in the types of work being done.  Kanban is most appropriate for many small 
pieces of work being handled quickly.  Extreme Programming is most appropriate when the 
technical system have a high degree of complexity or when there are many quality problems 
with the code base.
Based on these factors, teams handling large projects will use a combination of OpenAgile, 
Scrum and Extreme Programming (Agile Teams) while teams handling small pieces of work will 
use a combination of Kanban and Extreme Programming (Kanban Teams).  The Kanban Teams 
will fully adopt all aspects of Kanban and all the engineering practices (but not the process 
practices) from Extreme Programming.  The following lists the aspects of each method that 
should be adopted for optimum effect in the Agile teams:
Scrum

• potentially shippable system at the end of each cycle
• hands-on demonstration of increment each cycle
• known defects resolved no later than the next cycle
• team decides on capacity in the cycle
• no interruptions for the team
• fully cross-functional team

OpenAgile
• foundations (Truthfulness, Consultative Decision-Making, Systematic Learning, Organic 

Growth)
• terminology (Team Member, Process Facilitation, Growth Facilitation, Commitment 
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Velocity, Cycle, Engagement Meeting, Progress Meeting, etc.)
• process including Cycle structure, core types of tasks, Value Drivers
• role of Team Member and paths of service
• skills matrix for team development

Extreme Programming
• all engineering practices (TDD, ATDD, CI, Refactoring, etc.)
• pair programming
• user stories
• collective code ownership
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Recommendations
In creating a set of recommendations for [Org], we took into account the assessment results and 
analysis, best practices and case studies from other organizations that have adopted agile 
methods and, of course, our own experience with successful and unsuccessful Agile-Lean 
Transformations.
Due to the size and complexity of these types of transformation, there is a great deal of detail 
that can only be worked out incrementally as the process proceeds.  The Transformation 
Roadmap gives us the big picture for this and we provide a great deal of detail for the short and 
medium term aspects of the transformation.



PRIVATE AND CONFIDENTIAL  (Page 30 of 73)

Transformation Roadmap

Agile 1.0
1. Launch ALTT (done)
2. Assessment & Playbook (done)
3. Preparation (approximately 2-4 weeks elapsed time)

• Initial communication
• Schedule and prepare training
• Plan the Team Creation Event
• Choose initial apprentice Agile Coaches

4. Agile-Lean Fundamentals Training (1/2 day for everyone)
5. Team Creation Event (1 day off-site)
6. Management validation (gate)

• team membership
• choose fast launch teams

7. Team Training (2 days)
• Agile Training (first two teams and stakeholders)
• Kanban Training (schedule depends on trainer availability)

8. The Launch: Transformation Week 1
• ALLT receives first consulting session, repeat every 2 months
• Agile Team 1 and Agile Team 2 start operating with the Real Agility Program
• Kanban Team 1 and Kanban Team 2 start operating
• Internal Agile Coach Apprenticeship begins with 1 or 2 people

9. Technical Practices coaching begins: Transformation Week 3
10.Launch Agile Teams 3 & 4: Transformation Week 5

• Agile Training
• Begin the Real Agility Program

11.Launch Agile Teams 5-8: Transformation Week 9
• Agile Training
• Begin the Real Agility Program

12.Begin Cultural Transformation: Transformation Week 13
• Fully engage middle and upper management
• The Extended ALTT operates more regularly
• Launch Technical Support Group
• Launch Business Leadership Group



PRIVATE AND CONFIDENTIAL  (Page 31 of 73)

Agile 2.0
13.Launch Business-Side Agile Teams

• Recommend the Meetings and Event Groups to start
14.Limit Work-in-Progress

• Align sales volume with internal capacity
15.Evolve People and Culture Policies

• Removal of all non-Agile staff-level titles
• Agile performance evaluations
• Contribution to wider Agile communities

Agile 3.0
16.Create Management Agile Teams
17.Graduate internal coaches from apprenticeship program
18.Take Agile beyond PLS
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Agile 1.0 Structure

The Agile 1.0 goal structure consists of a total of ten teams.
Agile Teams
Eight teams will be Agile Teams using Scrum, OpenAgile and Extreme Programming to handle 
large projects.  These teams will all have permanent team membership and a similar make-up:

• one person from the business organization (solid-line reporting)
• five people from development (programming or scripting skills)
• one person from data management
• one person from creative
• up to two additional people depending on skill mix

Two of the Agile Teams will be dedicated to Enhancement Services work.  Four teams will be 
dedicated to Loyalty and Travel work.  Two teams will be “float” teams that focus on professional
services work on-demand depending on client priorities.
Kanban Teams
Two teams will be Kanban Teams using Kanban and Extreme Programming to handle small 
projects and SRs.  These teams will all have a similar make-up:

• one person from the business organization who may be a temporary team member
• three people from development (programming or scripting skills)
• one person from data management

Cross-Team Structures
There are four groups that will support the Agile and Kanban Teams:

• The Business Leadership Group
• The Technical Support Group
• The Agile Center of Excellence
• The Agile-Lean Transformation Team

All four groups are described in more detail later on in these recommendations.  The following 
diagram shows this structure:
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Illustration 8: Agile 1.0 Structure
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Agile 1.0 Rollout Plan

There are three broad phases to the “Big Bang” rollout plan which happen relatively quickly one
after another.  The first phase is the preparation which includes launching the ALTT (done), doing
the assessment (done) and then preparing people to adopt the Agile 1.0 structure described in 
the last section.  The second phase is launching the Agile Teams and the Kanban Teams relatively
quickly.  The third phase is getting the cross-team structures functioning.  Ideally, the total 
elapsed time for this is about four months from the moment the Executive Committee gives the 
go-ahead.  (By comparison, a pilot program approach would likely take more than ten months 
and a practice-by-practice approach would take greater than two years to arrive at a similar 
organizational structure and capacity.)
The following diagram illustrates this rollout plan in broad strokes.  Not included in the diagram 
are timing details.  Most of the rollout plan below is described in detail in the sections “Short 
Term Recommendations”, “Agile Roles”, “Transition to Agile Roles”, and “Medium Term 
Recommendations”.

Illustration 9: Agile 1.0 Rollout Plan
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Short Term Recommendations

[Org] management can adopt these short-term recommendations immediately to begin the 
process of change towards a high-performance, continuous improvement organization using 
Agile and Lean approaches.
1.  Agile-Lean Transformation Team (ALTT)
The ALTT is a team composed of management and executive management who are responsible 
for the overall transformation of the organization.  This team is also known as the “Guiding 
Coalition” (Kotter).  The following are the three responsibilities of the ALTT:

1. Create and relentlessly communicate a compelling vision backed by a deep sense of 
urgency.  This sense of urgency must include both an emotional component and a 
logical/fact-based component.  Michael O'Sullivan effectively communicates about the 
change to Agile, but in fact, the change should not be about agile itself.

2. Proactively and reactively authorize and execute organizational changes to support the 
change to an Agile-Lean organization.  This work is prioritized based on a number of 
factors, but the most important factor is business results.  This assessment includes a 
preliminary list of changes.  As agile teams get started and continue their operation, the 
ALTT will be handed a deluge of requests for support.  The ALTT always works to satisfy 
the teams.

3. Lead the change by setting a good example.  The ALTT is a full agile team with a goal, 
committed time, and an operational process that is agile.  This leadership is critical to 
ensure that middle management and staff understand the serious nature of the change, 
and for the members of the ALTT to understand what the staff-level agile teams are going 
through.

The ALTT membership needs to expand slightly to include at least one person from the business 
side of the organization.  Cam Thomson or Martha Barss would be ideal, but other people would
also work well to connect the transformation across the organization.
Currently, the ALTT level of effort is 3.5 hours per Cycle.  This is insufficient once the teams start 
launching.  Six to eight hours is a more appropriate level of commitment, with some individual 
ALTT members contributing at a more intense level than that.
2.  Agile-Lean Fundamentals Training
There is a clear need across the organization (business and technical, staff, management and 
executives) for a primer on Agile and Lean.  There are two levels to this education: an 
introductory level for everyone, and an in-depth level for all people who will be directly 
involved either as team members or supporting agile teams.
Level One: Introduction to Agile-Lean (3 hours)

– Agile and Lean principles (Agile Manifesto, Lean Thinking)
– Types of Agile Methods (OpenAgile, Scrum, Kanban, XP)
– Agile-Lean at [Org] (summary of Agile 1.0 structure and rollout)
– Risks and Benefits

Level Two: (Described later under “Customized Real Agility Program”)
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3.  Team Creation Event
A full day event to get staff to volunteer for Agile and Kanban teams. This is to be done at a large 
hall to accommodate approximately 120 people. The hall will be set up with ten large round 
tables to represent the eight Agile and two Kanban teams that will be created.
Preparation:

– Large format description of each team to be placed on each table
– Poster size skills matrix for the team to identify their current skills
– All staff to wear a current title name tag at the beginning of the event
– New role name tags (e.g. Team Member, Process Facilitation, Growth Facilitation)

Agenda:
– Brief introduction by Agile coaches and ALTT
– Brief explanation by an Agile coach on the purpose and process
– Staff to volunteer for an Agile or Kanban team by physically sitting and choosing to be a 

member
– Each team will discuss their skills and look for gaps
– Each team will fill out the Skills Matrix to show that all skills are held by the team
– Each team member will choose a new role name tag and destroy the old title

Management to validate that the membership of each team has met the requirements
– If needed management can support the changing of membership

4.  Transition to Agile Roles (Described in detail in the next two sections)
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Agile Roles

In order to simplify the transformation and to maximize collaboration, we recommend that at 
this time only two Agile Roles be created: the Team Member and the Agile Coach.  In particular, 
we recommend that other roles/titles such as “ScrumMaster”, “Product Owner” and “Agile 
Project Manager” be avoided at this time.
Agile Role: Team Member
These are full-time members of a single Agile or Kanban team. They deliver valuable results to 
the business. Some people in this role will focus exclusively on that delivery function while 
others may take on additional responsibilities such as Process Facilitation (support the Agile 
process, principles and foundations and removing of obstacles) or Growth Facilitation (business 
value and organic growth of the team and the system).
Basic Team Member skills:

• some of the following technical and/or business skills to contribute to results
◦ programming
◦ system design and architecture
◦ testing
◦ database queries
◦ documentation
◦ information and interaction design
◦ creative
◦ business rules
◦ systems analysis

• interpersonal skills
◦ effective with face to face communication
◦ willing and able to be part of a team work environment
◦ ability to work well in a noisy environment
◦ capacity to be self-directed
◦ able to be a team player

• basic knowledge of Agile methods
Agile Role: Agile Coach
This is full time role that supports the advancement of the Agile and Kanban teams. Agile 
Coaches are not members of the teams.  They share learning across teams, collaborate with each
other in the Agile Center of Excellence, and advance the Agile-Lean Transformation throughout 
the organization.  Agile Coaches are expected to be at the cutting edge of learning about Agile 
and Lean methods as applied to all aspects of the organization: technical, process, culture, 
business, tools, teamwork, etc.
Basic Agile Coach skills and qualities:

• ability to listen and collaborate
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◦ active listening
◦ able to both lead and follow
◦ non-competitive

• a personal habit of continuous improvement
◦ reading
◦ night school
◦ asking for mentorship

• focus on serving the Agile teams
• able to deliver training

◦ presentations
◦ discussions
◦ simulations
◦ exercises

• able to mentor
◦ sharing appropriate knowledge
◦ patient
◦ empathetic

• able to facilitate
◦ can stay out of the “fray”
◦ create safe environments
◦ time-box and focus
◦ divergent and convergent discussions

• comfortable with crisis
◦ extract learning
◦ help others cope

• basic knowledge of Agile methods



PRIVATE AND CONFIDENTIAL  (Page 39 of 73)

Transition to Agile Roles

Starting immediately and working through most of the short, medium and long term, people will
have their roles and titles change.  The exact timing of these changes for any specific person will 
depend on when they become involved in the Agile-Lean Transformation (or when they decide 
not to participate).
The recommended changes for roles address the following identified problems:

• poor collaboration and communication between departments
• technology as a pain point
• too many meetings
• little feedback back to business

All executives, managers and staff receive Agile Fundamentals training as a pre-requisite for any 
role transitions. Any person in the organization is welcome to become either of the Agile roles: 
Team Member or Agile Coach. The following are our recommendations for transitioning specific 
existing roles.
Project Manager
Project Managers have three options:

• Agile Coach (Process and Teamwork): become an agile coach to support the 
transformation and sustain the state of the art in Agile processes and teamwork.
◦ Criteria for pursuing this option: manager recommendation, watch “The Road from 

Project Manager to Agile Coach”, willingness.
◦ Requirements for transition: agile coach training, apprenticeship (3 months or more), 

give up the Project Manager title, full relief from all other responsibilities.
• Project Manager: continue to be a project manager of traditional projects (non-agile 

projects).  These will include some non-IT projects (e.g. compliance) and some internal 
projects (e.g. tools selection).
◦ Criteria for pursing this option: watch “The Road from Project Manager to Agile 

Coach” (search on YouTube), willingness.
• Team Member (Process Facilitation): contribute Process Facilitation services as a team 

member on a single Agile team.  (Note: this may be an option for PMs who are interested 
in becoming Agile Coaches but who are not able to be apprenticed immediately.)
◦ Criteria for pursing this option: manager recommendation, appropriate delivery skill 

set (to add value to the agile team), personal willingness, team willingness.
◦ Requirements for transition: Process Facilitation training, give up the Project Manager 

title, full relief from all other responsibilities.
Team Lead
Team Leads have four options:

• Team Member (Technical Support Group): become a team member on a single Agile 
team and participate in the Technical Support Group.
◦ Criteria for pursuing this option: strong and diverse technical skills, hands-on 
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exposure to multiple [Org] platforms, read white paper “Scaling Agile for Large 
Systems”, manager recommendation, willingness.

◦ Requirements for transition: Agile Engineering Practices training and coaching, give 
up the Team Lead title, full relief from all other responsibilities.

• Team Member: become a full team member on a single Agile team, without participating 
in the Technical Support Group.
◦ Criteria for pursuing this option: manager recommendation, willingness.
◦ Requirements for transition: give up the Team Lead title, full relief from all other 

responsibilities.
• Agile Coach (Technical and Teamwork): become an Agile coach focusing on technical 

excellence.
◦ Criteria for pursuing this option: strong and diverse technical skills, hands-on 

exposure to multiple [Org] platforms, read white paper “Scaling Agile for Large 
Systems”, existing mentoring skills, manager recommendation, watch “The Road from
Project Manager to Agile Coach”, willingness.

◦ Requirements for transition: Agile Engineering Practices training and coaching, agile 
coach training, apprenticeship (3 months or more), give up the Team Lead title, full 
relief from all other responsibilities.

• Technical Consultant (temporary): offer a technical service to all Agile teams and non-
agile projects, cross-train the technical skill set into the teams, but not participate as an 
team member on an Agile team.
◦ Criteria for pursuing this option: strong, deep and unique technical skill set, 

mentoring skills, manager recommendation, willingness.
◦ Requirements for transition: Agile Engineering Practices training and coaching, give 

up the Team Lead title, full relief from all other responsibilities.
◦ NOTE: this is a temporary position with a focus on cross-training.  Individuals in this 

position should expect that once other team members have the skills from cross-
training, this individual will have to find a new position.

Business Analyst
Business Analysts have two options:

• Business Analyst: continue to be a business analyst in traditional projects (non-agile 
projects).  These will include some non-IT projects (e.g. compliance) and some internal 
projects (e.g. tools selection).
◦ Criteria for pursing this option: willingness.

• Governance Consultant: support Agile teams with compliance documentation, but not 
participate as an team member on an Agile team.
◦ Criteria for pursuing this option: governance/compliance skill set, manager 

recommendation, willingness.
◦ Requirements for transition: give up the Business Analyst title, full relief from all other 

responsibilities.
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Director and Manager
In the initial stages of the Agile-Lean Transformation, directors and managers will continue with 
their current responsibilities.  As the transformation progresses, two new responsibilities will be 
added, and some other responsibilities will be simplified:

• Support for removing obstacles for Agile Teams.
• Creating strong communities of practice for functional areas.  For example, Daniel 

Bogdan would create a community of practice for testing and quality.
• Simplify performance reviews, budgeting, and monitoring.

Web Admin
Due to their work in supporting other IT staff, Frank Zhou and Sherwin Chua cannot easily join 
one of the Agile or Kanban teams.  They may continue to work within the IT department as 
consultants to the teams, possibly participating in the Technical Support Group, or they may 
become part of Kamel's group.
Everyone Else
All other staff within IT would transition to one of two Agile roles: Team Member or Agile Coach.
Recommended Role Changes
These recommendations are based on our one-on-one interviews and where applicable, the 
group workshops.
Agile Coach (Technical and Teamwork):

• Andy Ruan – knowledgeable about Agile, strong understanding of Agile culture, 
principles and practices

• Michael Zmitrovich - strong technical practices including Agile technical practices, strong
dislike of bureaucracy

• Stella Levin – willing to learn and support
Agile Coach (Process and Teamwork):

• Christine Mercer – strong personal desire to make Agile work here as part of a career goal
• Rasheed Ahmed – some experience and training, excited and willing
• Edward Uy – possible

Team Member (Business Leadership Group)
• Linda Feth – cross-functional background, strong recommendation from Cam
• Alice Tsang – strong recommendation from Steve Cherry

Team Member (Technical Support Group)
• Oleg Durmanov – excited about collaboration and innovation, very willing
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Medium Term Recommendations

[Org] can put into place these medium term recommendations one to six months after 
launching an Agile Transformation.  In the rollout plan, these recommendations occur after the 
initial preparation work.
Customized Real Agility Program
This program is detailed later in this document.
Dedicated Team Rooms
These would be permanent team rooms that are dedicated for one cross-functional Agile team or
one Kanban team. Younis, Frank, Dorin and Mishkin have begun discussions on setting up 
dedicated team rooms.
They would include most, if not all, of the following:

– Large wall space in view of all team members
– Ergonomic workstations
– Close proximity to kitchenette, bathrooms and other common spaces
– All needed equipment such as telephone and printer
– Natural light and live plants
– Personalized workspaces
– Visibility into team room
– Some privacy from high traffic areas

Create an Agile Centre of Excellence
This group is made up of Agile leaders and transformation catalysts. This centre would help 
guide and be responsible for disseminating knowledge across the [Org] and  [Org] as a whole.  
The size of this group should initially be small.  The Agile Center of Excellence will eventually 
coordinate learning events for the other staff of [Org], and create a forum for addressing issues 
with the transformation.  The Agile Center of Excellence is not a team.

– Initially made up of Agile coaches and the ALTT
– Expanded as needs and opportunities are identified

Create a Technical Support Group (TSG)
The Technical Support group is made up of the most talented and experienced technical 
individuals in the organization, one from each Agile and Kanban team.  These people meet 
together regularly to look at:

• system architecture
• technical obstacles
• re-use, buy vs. build
• component interfaces and external APIs

The TSG works on-demand.  They do not set technical policies or standards.  All members of the 
group must be hands-on in their technical work.  The TSG is not a team – each member of the 
TSG is committed to their own Agile/Kanban team first and only works on TSG matters when 
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they have slack.  It is acceptable to have one or two very senior technical individuals committed 
“full-time” to the work of the TSG, but these individuals do not have authority over the teams' 
work or the other members of the TSG.
Create a Business Leadership Group (BLG)
The Business Leadership Group is made up of the individuals from each Agile or Kanban team 
who report (solid-line) into the business side of the [Org] organization.  Typically these 
individuals will be serving teams by communicating between clients and the technical folks and 
by prioritizing work by value.  The members of the BLG meet together regularly to:

• ensure that local team priorities fit withing overall [Org] strategic priorities
• recognize and prioritize opportunities to avoid duplicated effort on features or 

functionality
• ensure a whole-system perspective on client solutions
• represent a line of business to the technical people on the teams

The BLG sets direction for all the effort of the Agile and Kanban teams.  The BLG is not a team – 
each member of the BLG is committed to their own Agile/Kanban team first, and only works on 
BLG matters when they have slack.  It is acceptable to have a small number of very senior 
business people who are also members of the BLG.  The BLG may drive the direction of staff 
development on the Agile/Kanban teams to ensure optimum skills for value delivery.
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Long Term Recommendations – Agile 2.0

Many of the details of the long term recommendations will be determined through the 
experience of the organization during the Agile 1.0 phase of the Transformation.
Evolve People and Culture Policies
Moving from individual performance evaluations, individual time tracking and individual 
billable hours to team based metrics can greatly improve the functioning of the Agile and 
Kanban teams at [Org].
During the Real Agility Program, teams will have adopted a team based goal that is both created 
and committed to by the team and stakeholders and they will have created a team identity/name
that is not connected to a singular project but instead based on the team's desire and/or ideas.
Team-based performance evaluation can include the following components:

• Measure individuals and teams based on acquiring more skills and broader skills to 
improve cross-functionality and create redundancy to minimize risk

• Team performance can be measured in terms of return on investment, lead time and 
customer satisfaction

• Team performance can become a component of individual performance (as opposed to 
measuring individual contribution to team performance)

Launch Business-Side Agile Teams
Agile and Lean processes and teamwork can be beneficially applied to the work of staff on the 
business side of the organization.  Since the assessment work was focused on IT, we can only 
suggest possibilities:

• line-of-business sales and marketing teams
• a team for Meetings and Events

Limit Work-in-Progress
Creating a Lean pull-based project and program portfolio management system will include the 
business side of the organization in adjusting work to the capacity of teams executing that work. 
The main benefits of this are further improvements in time-to-market and further streamlining of 
both the development and business processes.  As an example, we encourage you to read 
“Applying Lean to the Sales Function” in the “Recommendations” folder.
Contribution to Agile Community Beyond [Org]
There are a number of forums including online discussion groups and in-person conferences 
where [Org] staff involved in the Agile-Lean Transformation will be able to share their 
experiences and learn from others.  In the Toronto area, in the fall is the Agile Tour Toronto 
conference, and there are local Agile user groups in both Toronto and Mississauga that meet 
semi-regularly.
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Long Term Recommendations – Agile 3.0

Much like Agile 2.0, this part of the rollout plan will be determined through much experience 
and learning throughout the entire rollout plan. This step may be completed in 2013.

• Replace traditional management with Management Agile Teams
• Graduate internal coaches from apprenticeship program (more details in the 

Recommendations for External Support)
• Take Agile beyond PLS
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Communication Plan

Through our assessment there were numerous ways in which both staff and management 
indicated that there were problems with communication: delays, mis-understanding, distrust, or 
simple resistance to communicate.  Therefore, more than would be the case otherwise, the 
communication plan plays a key role in the overall Agile-Lean Transformation.
United Vision and True Sense of Urgency
Both the executive committee and the Agile-Lean Transformation Team must continue to align 
their understanding of both the vision for [Org] and the reason that change is urgent.  This unity 
of vision must be relentlessly communicated to the rest of the organization; not just middle 
management and staff, but also outward to the regional organization as well.
Communicating this vision and urgency is best done through in-person face-to-face means.  
Every member of the executive committee and every member of the ALTT (and when they are 
established, the Agile Center of Excellence, TSG and BLG), should, at every meeting, have a 
moment of time where they verbally share the vision and urgency.  Often this will be something 
as simple as “I'm excited about ...” or “For this meeting, let's keep in mind...”  Sometimes, a 
more formal elevator pitch or 3-5 minute discussion will be worthwhile.  This process of face-to-
face communication is never-ending.  There is no time in the future when communicating vision
and urgency will become irrelevant.
Other Communications
The Agile 1.0 structure and rollout should be announced formally and will be described in detail
in the Agile Fundamentals training that all [Org] staff and management will attend.
Details of the other aspects of the rollout (eg the Agile Coach Development Program) will be 
communicated primarily through face-to-face mechanisms with general 
announcements/requests going out afterwards to an audience that has already heard the 
information in person.
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Values

One of the most important aspects to gaining the full quantitative benefits of becoming Agile is 
the encouragement and full adoption of a new set of values that are not only practiced at [Org] 
but embodied in all staff as well. These values will support and develop individual growth and 
corporate culture. Below is a list of these values, descriptions and how they benefit the overall 
goal underlying the transformation.
Truthfulness
The most important value to develop is truthfulness. However, it is one of the hardest to become 
excellent in if the organizational culture has aspects of distrust, a focus on control instead on 
collaboration, and/or policies instead of delivering value. “Truthfulness is the foundation of all 
human virtues”. By developing our capacity for truthfulness we are able to advance in other 
values and virtues. Without truthfulness it is nearly impossible to develop trust, so teams will be 
unable to become committed to team goals or achieve a state of high performance.
Truthfulness has many aspects including transparency and visibility, speaking honestly and being
honest with ourselves, harmony of our deeds and words, and seeking the underlying truth in any
given situation. In order to develop the capability of truthfulness, individuals must be dedicated 
to the following: 

• expanding their conceptual framework of truthfulness,
• continually deepening their knowledge of truthfulness, and
• developing qualities, skills and habits necessary for conducting their affairs according to 

the standards of truthfulness.
This may be quite hard to develop at [Org] without examples being set through behaviours by 
the Agile Coaches, and most importantly, by the executives.
Start by being very transparent about the challenges facing [Org]. Some organizations have 
created “shock and awe” presentations or used similar methods to ensure that everyone in the 
organization is aware of the seriousness of the challenges. Michael's introductory speech the 
extended ALTT is great example of this. This kind of discussion needs to be held throughout the 
organization so that every single staff member is aware of the situation.
Slack Time
Staff and management need time to reflect and learn as individuals and teams. We have found 
that in our assessment that most people are very busy and some work overtime consistently. The 
real problem here is that there is no time to relax and consult. Slack time as a value helps all 
staff to be free to slow down and “smell the roses”. It also supports the idea of working smart 
instead of working hard. Utilization and people in seats does not help with the delivery of value.
Instead by demonstrating slack time, management can show how it aids them in making better 
decisions and complete tasks.
Learning Through Experimentation and Risk-taking
Through our assessment, we discovered that there is so much pressure to work all the time, work
overtime, and just get things done. This does not encourage creativity, experimentation, or a 
culture of learning and development. By practicing the value of learning through 
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experimentation and risk-taking, the organization is allowing all staff to try and fail without 
punishment.
Team Focus
So much of the work at [Org] is focused on projects. Staff are called resources which does not 
show how valuable they are. By valuing the team over the work, it empowers the staff (in teams) 
to grow collectively, build unity of thought and action, and allows for long lasting dedicated 
teams. Once this transition occurs, teams will become high-performing, morale will dramatically
improve, and management will be freed from managing and can focus on guidance and support.
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Recommendations for External Support
Berteig Consulting offers full support for organizations who need to do an Agile-Lean 
Transformation.  Our focus is on transforming people, process and culture.  We value 
truthfulness and true learning partnerships with our clients.  If we do not think an organization 
has a high likelihood of success (even with our support), we will not proceed with an 
engagement.  Our current understanding of the situation at [Org] is that there is a high 
likelihood of success for the transition and that our support will both accelerate and deepen a 
process that has already begun in earnest, and ensure that the process avoids common pitfalls.  
We would be pleased to contribute our experience and talents to the success of the [Org] Agile-
Lean Transformation.



PRIVATE AND CONFIDENTIAL  (Page 50 of 73)

Agile and Lean Training

Introduction to Agile and Lean
Duration: 3.5 hours
Audience: Everyone at [Org] and local stakeholders (eg K. and his people)
Learning Objective:

• Give everyone a common understanding of Agile and how it will be used at [Org]
Agenda:

• Agile and Lean principles: the Agile Manifesto, Lean Thinking, truthfulness, eliminating 
waste, etc.

• Types of Agile Methods: OpenAgile, Scrum, Kanban, Extreme Programming (XP)
• Agile-Lean at [Org]: structure, rollout, role transition, etc.
• Risks and Benefits: region and [Org], support for success, expected results, etc.

Agile Team Training
Duration: 16 hours
Audience: all members of the Agile teams and those that will directly support them.
Learning Objectives:

• deep understanding of Agile principles and fundamentals
• knowledge of Agile processes and practices
• experience with a simulated Agile project

Agenda:
• Agile Manifesto
• Process Overview
• Truthfulness, Consultative Decision-Making, Systematic Learning
• Agile Teamwork
• Simulated Agile Project
• The Real Agility Program @ [Org]
• Q&A

Kanban Training
Duration: 14 hours
Audience: all members of the Kanban teams and those who will directly support them
Learning Objectives:

• deep understanding of Kanban principles, and fundamentals
• knowledge of Kanban processes and practices
• application of Kanban to [Org]

Agenda:
• Value Stream Mapping and Waste
• Fundamentals of flow
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• Multitasking, Batch Size & Bottlenecks
• Kanban basics
• Cycle time, lead time & throughput
• Work-in-progress & Cumulative Flow diagrams
• Kanban Process & Advanced Topics
• Q&A
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Agile Team Coaching

Each Agile team to get ongoing coaching support through the Real Agility Program which is 
systematic and customizable based on the team's needs.  Agile Team Coaching includes:

• On-the-job training
• Hands-on mentoring
• Facilitation (process, crisis, conflict)
• Executive, career and life coaching

Details are below.
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Kanban Team Coaching

Each Kanban team will get a short duration of coaching support (6 days per team) from an expert
Kanban coach.  Coaching will focus on setup and execution of work for the first three weeks of 
the team's existence as a Kanban team.  This will include the creation of team Kanban boards.



PRIVATE AND CONFIDENTIAL  (Page 54 of 73)

Coaching Program for Internal Agile Coaches

Each external Agile coach will support one or more internal Agile coaches for multiple months 
with the goal to build internal capacity to continue the Agile transformation. This program 
includes:

• shadowing of an external Agile coach for the duration of the Real Agility Program (3 to 6 
months)

• apprenticeship program with gradual expansion of responsibilities
• systematic reading program (below is the beginning selection)
• workshops designed to develop specific skills and capacities
• eventual membership in the Agile Center of Excellence group
• attending a two-day Agile coach training

Reading Program
Drive – Daniel Pink
Scrum Guide – Scrum.org
OpenAgile Primer – OpenAgile.com
OpenAgile Team Member Manual – OpenAgile.com
Agile Retrospectives – Esther Derby
Training from the Back of the Room – Sharon Bowman
The Wisdom of Teams – Katzenbach and Smith
Coaching Agile Teams – Lyssa Adkins
The Five Dysfunctions of a Team
Agile Project Management with Scrum – Ken Schwaber
Scrum and XP from the Trenches – Heinrik Knieberg
The Heart of Change – John Kotter
Beyond the Culture of Contest – Michael Karlberg
Getting things Done – David Allen
Textbook of Wisdom – Edward de Bono
An Introduction to General Systems Thinking – Gerald Weinberg
Refactoring – Martin Fowler
Lean Software Development – Mary Poppendieck and Tom Poppendieck
The Corporate Culture Survival Guide – Edgar H. Schein
Extreme Programming Explained – Kent Beck
Test Driven Development by Example – Kent Beck
Kanban – David Andersen
... and others to be determined based on need.
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Coaching for the Agile-Lean Transformation Team (ALTT)

All of the external Agile Coaches to become temporary members of the ALTT to ensure close 
coordination with the activity of building an Agile organization. In addition to this support, one 
external coach will help the ALTT go through a compressed version of the Real Agility Program 
with six visits over twelve months. This will include the following:

• techniques to remove organizational obstacles
• creating a culture of learning
• support a team centric organization

The Real Agility Program described below will be used as a template in collaboration with Frank
Leong to determine the details of the program for the ALTT.
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Consulting and Culture Change

The Extended ALTT (middle and upper management) will require support to transition to an 
Agile culture.  Changing culture includes:

• developing new patterns of behaviour
• creating a new mental model of work and interaction
• building organizational structures to transition to and support a new culture
• hand-holding during times of crisis to avoid relapsing into the old patterns

This consulting support will commence after the third month of the transformation and last for a 
total of nine months.  The level of effort is an average of one day per month.
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Technical Coaching

High performance agile teams require strong agile engineering practices.  Coaching in the form 
of on-the-job training and mentoring is the best means for an organization to adopt these 
practices.
Technical Coaching will be targeted towards the more senior technical staff (e.g. Jim Hilchey) 
and those who may become technical Agile Coaches.  At least one person from each Agile team 
and each Kanban team should be the recipient of technical coaching.
Technical coaching will begin with a hands-on training session followed by five weeks of full-
time mentoring and then monthly “next step” sessions of two days each.
Topics covered will include:

• Test Driven Development
• Acceptance Test Driven Development
• Continuous Integration
• Continuous Deployment
• Agile Modelling
• Pair Programming
• Dealing with Legacy Code
• Refactoring
• Agile Engineering Tools
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Customized Real Agility Program
The Real Agility Program consists of twelve periodic engagements of a qualified Agile-Lean 
Coach with a single team (usually 2 days every cycle).  The structure of each engagement with 
the team is similar.  First, the coach will assess the current state of the team and reflect with 
them on their progress since the coach was last with them.  Then, the coach will help the team 
with some learning and development tasks which can include giving advice, pairing up and 
mentoring individual team members, facilitating workshops and agile meetings, and being 
available for Q&A.  Finally, the coach will provide a plan and some advice for the team to work 
on while the coach is away from the team.  The Real Agility Program has a curriculum as well as
the flexibility to accommodate the unique needs of each team.  In order to begin the Real Agility
Program, there are some prerequisites.
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Prerequisites

Agile Training
• 2 days classroom training: either OpenAgile (agile teams, management) or Kanban 

(kanban teams)
• validation (online open-book test)

OR
Comprehensive Reading

• OpenAgile Primer
• Five Dysfunctions of a Team
• Scrum & Kanban
• Kanban (David Anderson)
• Beyond a Culture of Contest
• validation (online open-book test)
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Step One: Launch

Reflection/Assessment
• N/A

Learning/Development
• team goal and team name
• create Value Drivers

◦ all team members and stakeholders to create a list of work to be done
◦ estimate value
◦ estimate effort

• logistics/preparation/clear calendar
• equipment, supplies, and other needed items for the team are acquired

Planning/Advice
• logistics and preparation action items
• removing all other events and commitments
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Step Two: First Cycle

Reflection/Assessment
• focus on structure
• check preparation

Learning/Development
• Engagement Meeting
• create and maintain task board
• first progress meeting
• task volunteering and teamwork
• dealing with interruptions and crisis

Planning/Advice
• practice teamwork
• update task board daily
• no email between team members
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Step Three: Focus on Reflection

Reflection/Assessment
• did the team maintain the task board?

Learning/Development
• begin developing Truthfulness
• “demo” in Engagement Meeting
• reflect as a team on the process
• support Growth Facilitation

◦ determining value
◦ relationships with stakeholders (identification)

• creating a safe team environment
Planning/Advice

• how did we develop truthfulness?
• invite Stakeholders to “demo”



PRIVATE AND CONFIDENTIAL  (Page 63 of 73)

Step Four: Focus on Learning

Reflection/Assessment
• How did we advance truthfulness?
• Did we invite & expand our network of stakeholders?

Learning/Development
• continue developing Truthfulness
• support Growth Facilitation
• organic growth
• maintaining Value Drivers

Planning/Advice
• try 2 methods of Progress Meetings
• individual team members to identify skills they would like to develop & make visible
• experiment with new tools/techniques/ideas
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Step Five: Focus on Planning

Reflection/Assessment
• How did new methods of Progress Meetings work?
• Has every team member contributed to the skills board?
• What new experiments did you complete?

Learning/Development
• continue developing Truthfulness
• begin developing Consultative Decision-Making
• support Process Facilitation

◦ agile facilitation techniques
◦ time-boxing
◦ burndown charts & velocity

Planning/Advice
• Time-box all meetings
• team to plan an outing
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Step Six: Focus on Action

Reflection/Assessment
• Were all meetings time-boxed?
• How did the outing proceed?

Learning/Development
• continue developing Truthfulness & Consultative Decision-Making
• support Team Member

◦ asking for help/guidance
◦ paring
◦ offering support and expertise

Planning/Advice
• track pairing: time and # of tasks
• identify people that offer help/support outside team
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Step Seven: Focus on Structure/Process

Reflection/Assessment
• How did the pairing advance?
• How did you use the help/support people?

Learning/Development
• continue developing Truthfulness & Consultative Decision-Making
• types of work
• commitment velocity & handling interruptions
• team standards

Planning/Advice
• be accountable to team standards
• all new tasks fit into one of the types of work
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Step Eight: Focus on Engagement Meeting

Reflection/Assessment
• Were you able to stick to the team standards?
• Did all tasks fit into the types of work?

Learning/Development
• continue developing Truthfulness & Consultative Decision-Making
• Process Facilitation & Growth Facilitation
• new ways of doing the Engagement Meeting

Planning/Advice
• practice Consultative Decision-Making at least twice
• decide on how to do the Engagement Meeting for the next four Cycles
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Step Nine: Focus on Removing Obstacles

Reflection/Assessment
• how did the Consultative Decision-Making practice go?
• show the Engagement Meeting methods for the next four Cycles

Learning/Development
• continue developing Truthfulness & Consultative Decision-Making
• begin developing Systematic Learning
• six approaches to removing obstacles
• engaging with the organization to remove obstacles

Planning/Advice
• create and maintain list of obstacles and their progress/removal
• as learning occurs write it down
• share new developments in planing daily
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Step Ten: Focus on Overall Goal

Reflection/Assessment
• were you able to maintain list of Obstacles?
• was learning advanced by it being systematic?

Learning/Development
• continue developing Truthfulness, Consultative Decision-Making & Systematic Learning
• develop an overall team goal beyond the current project/release
• establish team performance measurements

Planning/Advice
• integrate team performance measurements into organizational reporting and individual 

performance evaluations
• each team member to share face-to-face the overall team goal outside of team with at 

least three people
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Step Eleven: Focus on Capacity Building

Reflection/Assessment
• what was the result of integrating the team performance measurements?
• what responses did you get from sharing the overall goal?

Learning/Development
• continue developing Truthfulness, Consultative Decision-Making & Systematic Learning
• share the Growth Facilitation responsibilities with at least two other Team Members
• share the Process Facilitation responsibilities with at least two other Team Members
• advance the skills matrix in a systematic way

◦ re-visit the list of skills
◦ long-term skill development plan

Planning/Advice
• at least two other Team Members to facilitate the Progress Meetings
• at least two other Team Members to attend and develop Value Drivers with stakeholders
• share the long-term plan for skill development with other teams
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Step Twelve: Focus on Culture

Reflection/Assessment
• what was it like to facilitate the Progress Meetings?
• what was it like to learn Growth Facilitation?
• what was the response by the other teams on skill development plan?

Learning/Development
• training on what is culture
• desired team culture workshop
• visioning for 1 year from now for the team
• reflect and learning on the whole program
• celebration

Planning/Advice
• reading and continuous learning
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Overall Comments

Our Agile Coach will assess the progress of each team every four cycles:
• agile practices adoption
• team capacity

Assessment will also be done  at the end of the program:
• culture
• skills matrix
• project success factors
• context obstacles

Finally, for the overall program (all teams), there will be regular online surveys to compare 
progress agains our baseline survey done during the assessment.
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Expected Results
For details of the expected results, please see the “Coaching Support Plan” in the 
“Recommendations” folder.
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