CREATING
AGILE
ORGANIZATIONS

A SYSTEMIC APPROACH

CEsSARIO RaMos | Inia PAVLICHENKO

Forewords by CGRAIG LARMAN AND DAVE WEST


https://www.pearson.de/9780135726914

CREATING AGILE ORGANIZATIONS


https://www.pearson.de/9780135726914

Creating Agile Organizations: A
Systemic Approach

Table of Contents

Cover

Half Title

Title Page

Copyright Page

Table of Contents

Foreword by Craig Larman

Foreword by Dave West

Preface

Introduction

Acknowledgments

About the Authors

Part I: Foundational Concepts
1 Organizing for Adaptability

Hello, VUCA World!
What Is an Agile Organization Design?
What Does Your Organization Optimize For?
Optimization Goals and Indirect Wishes
Optimizing Goals of an Agile Organization
Typical Problems When Adopting Agility
The Functional Hierarchy Organization Design
Avoid CopyPaste Scaling: A Typical Scaling Approach
Overview of an Agile Organization Design
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What Is an Agile Team?

Structural Characteristics
Summary
References

2 Systems Thinking
Basics of Systems Thinking
Two Systems
When to Apply Systems Thinking and Which Problem Does It Solve?
Systems and Collections
Organizations as Complex Social Systems
Linear and Systems Thinking
Define the Boundary of the System Wisely
Work on the System
Iceberg of Systems Thinking
Analyzing the Current Situation
Organizational Learning and Creative Tension
Applying Systems Thinking
Causal Loop Diagram
A CLD Example
Shared Responsibility
Doom Loop Technique
Example: Using the Doom Loop Technique
Optimize the Whole
System Archetypes
Summary

References

3 Optimize for Adaptiveness
What It Means to Be Adaptable
Flow Efficiency
Behavior of Queues

Relationships Among Utilization, Cycle Time, and Variability

Queues Create Waste
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Balancing Excess Capacity with the Cost of Delay
Relationships Among Utilization, Batch Size, and Cycle Time

One-Piece Continuous Flow

Queueing System Structures
Applying Queueing Structure to Agile Product Development

Algorithm for Dealing with Queues
Choose an Operational Strategy

Resource Efficiency

Flow Efficiency
Summary
References

4 Agile Organizational Design
Why Organizational Redesign?
Business Strategy Drives Organizational Design
Overview of a Design Process
Agile Organization Design Guidelines
Structural Guidelines
Process and Integration Guidelines
People Guidelines
Agile vs. Traditional Human Resources Management
Summary

References

5 An Agile Adoption Approach
Principles of an Agile Adoption
Overview of an Adoption Approach

A Birds-Eye View of Adoption Activities
Overarching Adoption Guidelines

Form a Leading Group

Align Leadership on the Strategic Focus

Create Basic Conditions for Success

Learn Fast and Expand Change
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Start with a Discontinuous Improvement Step
Avoid Providing the Answer Before You Know the Question
Applying Systems Thinking in Organizational Coaching
Agree on a Common System Optimization Goal
Address Secondary Concerns Without Compromising the System Goal
Have an Intermediate Improvement Goal and Perfection Vision
Planning Organizational Interventions
Summary
References

6 Coaching for Change
Guideline 1: Influence People
Use Corridor Politics
Show Personal Benefits
Build Rapport
Reach for Connectors
Guideline 2: Co-Create the Change
Guideline 3: Voluntary Participation
Get the Right People on the Bus and off the Bus
What It Means to Be a Volunteer
Nonviolent Education
What If You Dont Have Volunteers?
Guideline 4: Acknowledge the Loss
Beware of the Loss Aversion Bias
Guideline 5: Deliver the Message Continually
Guideline 6: Help People to Cross the Edge
Guest Visit
Create Edge Awareness
Honor the Past
Guideline 7: Axes of Change
All Components of the Strategy Are Important
The Four Axes of Change Model
Applying the Axes of Change to Teams
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Guideline 8: Find the Right Balance of Radical/Incremental Change
Create a Change Roadmap
Dissolve the Problems Instead of Solving Them
Summary

References

Part Il: Applying the Concepts
7 Group Facilitation
Principles of Facilitation

The Role of the Facilitator

Meeting Goals

Workshop Plan

Ground Rules

Consensus

Parking Lot

Track and Prioritize Ideas

Dealing with Specific Behaviors
Workshop Design

The Plan Goes Awry

The Magic of Engagement

What Is a Serious Game?

The Flow of the New Workshop

The New Design Worked

How to Design Your Workshop
Facilitating Scrum Events

Facilitating Sprint Planning

Facilitating Product Backlog Refinement

Facilitating Multi-Team Sprint Review

Facilitating a Multi-Team Retrospective

Summary

References

8 Preparing the Product Group
Areas of Concern for Successful Preparation
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Area 1: Involve the Managers
Educating Management to Change Their Mental Models
Education Objectives
Getting Sufficient Managers Support
Area 2: Understand the Current Reality
Go See
Individual Interviews
Value Stream Mapping
Scott Morton Diagram
Weighted SWOT and Confrontation Matrix
Finding System Structures Workshop
Aligning on the Go See Results with the Systems Model
Area 3: Create a Vision of the Future
Alignment Workshops
Shared Team Expectations Workshop
Shared Optimizing Goals Workshop
Perfection Vision Workshop
Progress So Far
Area 4: Identify the Product Group
Organize for Value Delivery
What About Internal Products?
Product Definition from Different Perspectives
Where Does the Product Definition Fit in Your Transformation?
How to Define the Product
Organizational Design to Eliminate Dependencies
Start with the Product Features
Using the Hotspots to Design Your Group
Summary

References

9 Launching the Product Group
Menu of Available Choices

Who Owns the Launching Process?
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How Much Time Should It Take?
Initial Product Backlog Refinement
Try Features on the Product Backlog
How to Represent Features
Example of Creating an Initial Product Backlog with Product Goals and Sprint Goals
Define the Definition of Done
Component Team Velocity?
A Definition of Done Workshop
Feature Team Adoption Map
Choose Subsystem Names Close to the Customer Domain
Ordering the Components and DoD Activities
A Feature Team Adoption Map Workshop
Self-Designing Team Workshop
Consider a Market of Skills Workshop as Preparation
A Self-Designing Team Workshop
Team Lift-Off
The Lift-Off to Lay the Foundation for Success
Your Role as a Scrum Master
Discover a Shared Purpose
Align on Shared Values and Behavior
Facilitating Decision Making
Identify and Launch Communities
Identify Coordination Mechanisms
Create Useful Checklists
Sprint Goal Checklist
Underutilization Checklist
Emergent Work Checklist
Summary

References

10 Coaching Teams
The Building Blocks of the Agile Organization
Observations of an Agile Team

@ Pearson


https://www.pearson.de/9780135726914

Table of Contents

What Makes an Agile Team?
What You Can Do to Help a Group Become a Team
Building on the Team Lift-Off: Coaching Multifunctional Learning
Individual and Team Performance
Multifunctional Learning and Agility
Optimizing Value and Multifunctional Learning
Culture of Narrow Specialists
How to Optimize for Multifunctional Learning
Coaching Multifunctional Learning Summary
Dealing with Recurrent Complex Problems in Teams: Systems Team Coaching
Insights from Systems Coaching
Perform Circular Observations to Identify Patterns of Interactions
Teams System Assessment
Improving Team Dynamics: Trust
ORID: Focused Discussion
Radical Candor
Facilitating Conflict
Facilitate Feedback Loops for Learning: Learning New Practices
Step 1: Determine Your Goal
Step 2: Create Specific Actions
Step 3: Define Measures That Drive Learning
Summary
References

11 Guiding the Product Ownership
What Makes a Team Product Owner?
Avoid Product-Part Owners
Replace Product-Part Owners with a Real Product Owner
How to Promote the Team Product Owner to Team Member
The Product Owner in a Senior Position
Avoid Product Owner Committees
Outward-Focused Product Owner

Workshop to Separate Product Owner Activities from General Managerial Activities
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Product Ownership Measures
Measuring Business Impact
What About Budgets and Costs?
Measuring Team Performance
Measuring Product Qualities
Customer Understanding
Validate Assumptions Early and Often
The Product Owner Process
Serious Games for Customer Understanding
Stakeholder Alignment
Align on the Product Vision
Consider Co-Creating the Product Vision
Align on the Objectives
Product Owner Leadership
Try to Keep the Teams Stable
Reliable Forecasts
Avoid Micromanaging the Team
Collaborate as a Peer with the Teams
Stakeholder Committees
Connect the Teams with Users

Summary
References

Appendix Case Studies and Workshop Examples
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