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May you 
live in 
interesting 
times
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3rd Phase of 
The Digital Age?
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From https://stratechery.com/2021/the-death-and-birth-of-technological-revolutions/

The Work of Carlota Perez
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And That Would Mean Change… 

Age of Oil and Mass 

Production

VS

Age of Software and Digital

Long term investment 

planning horizons

Short term investment planning 

horizons 

Short term profit Mission and Impact

Efficiency (Scarcity) Innovation and opportunity 

(abundance)

Specialism of labor Cross functional teams 

Process control Self organization and 

decentralization

Management is king Rise of the creator
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Digital Age Has Changed The Innovation Cycle
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Traditional Product Development Digital Product Development
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How Do We Navigate This Change?
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VS
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• Focused on a mission

• Outcome, customer centric

• Software Centric 

• Deliver Frequently

• Strong engineering culture

• Make LOTS of mistakes

9

Common Patterns

But there is lots different

Organizational Models

Culture
Incentives

Leadership Style

HR Practices

People
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But We Have Learned A Few Things..

10

Etc…
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The Big Three

Build Sustainable  Agile Culture

11

1. Support and protect Agile values with 
strong leadership

2. Build People Centric Organizations

3. Manage your portfolio with Outcomes (not 
Output)
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“Whether you think you can, 

or you think you can’t, 

you’re right!”

- Henry Ford

Support and protect Agile values with strong 
leadership

1
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• Servant Leadership

• Put the needs of others first in 
pursuit of a goal

• Uses the right stance 

• Mentor, Coach, Teacher, Facilitation

• Listens and asks questions first

• Does not jump into a solution

• Demonstrates vulnerability

• Makes mistakes, is honest 

13

Agile Leadership

Style varies with situation and person
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What people do

is more important than

What people say

14

What Shapes Culture?

https://si.wsj.net/public/resources/images/RV-AN417_CUBICL_P_20140509201519.jpg
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Leaders make the difference

15

Leaders help steer toward shared goals

Leaders make it safe to change 

Leaders model the change
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• Who performs the accountabilities 
will impact what you get

• Business People
• Business ideas, customer focus

• Stuck in existing models

• Technology People
• Tech Ideas, technology focus

• Disconnect from the business

• Project People
• Done focused, works with others

• Limited vision and innovation

16

Product Ownership – The Intersection of Business and Technology

Business Technology

Project Mgt

Where does your Product 

Owner Come From? 
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2

“If one does not know to which port one is sailing, no 
wind is favorable.”

- Seneca

Build People Centric Organization
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“The organizational structure we use today is over 100 years old. It was not 
built to be fast and agile.”

“To succeed both in today’s world and into the future, we need to think – and 
act – differently.”

- Dr. John Kotterhttps://www.youtube.com/watch?v=Pc7EVXnF2aI

https://www.youtube.com/watch?v=Pc7EVXnF2aI
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Teams of Creators With Purpose

Form teams naturally with:

• Team members who want 
change (opt-in)

• Team members who want to 
work together 
(self-organization)

• Mutually-agreed commitments 
and decision processes 
(self-direction)

Guided by business goals

What motivates people?

1. Autonomy

2. Mastery

3. Purpose

Source: Daniel H. Pink, Drive: The Surprising Truth About What 

Motivates Us, Riverhead Hardcover, 2009
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• Everyone needs to know the 
customer / context / business

• Individuals bring specialist 
skills and experience to the 
mix 

• Specialist skills are supported 
by community (inside and 
outside of the organization)

20

Customer / Business + Skills = Magic!  

Good Understanding of the Context / 

Business
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People Centric

21

Community of 

Practice or 

Center of 

excellence

Nexus

• Separate Talent Mgt from Work 
Mgt

• Promotion and development can 
be achieved by mastery and 
mentorship

• Ask not what I have done, but 
who have I helped

• Provide time, space money to 
develop technical and skill 
based community

Customer Value Stream
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Lots of Forces That Stop Self Management 

22

Self Management

Bonus

Career

Reporting

Alignment

Processes 

Experience 
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“One must, from time to time, attempt things that are 
beyond one’s capacity.”

= Pierre-August Renoir

Manage your portfolio with Outcomes (not Output)
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Isn’t that 

what I 

have been 

doing?  
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• Then why does everyone involved have a different measure of success?

• Why are their no customer personas on the walls? 

• Why is status measured by task complete?

• Why is are only a small group allowed to spend time with the customer?

• Why do backlogs include tasks?

• Why is velocity rather than value reported on?

• Why are their no customers at Sprint Reviews?

• Why is it so hard to define a Sprint Goal?

• Why…. 

25

Yes…. But… 
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And that is even true for Scrum Projects

Work Backlog

No Sprint Goal

Status of 

Work 

Daily

Mgt Review of 

Progress

How do we 

increase velocity 

meeting

Definition of 

Ready Gate

Release ProcessWater – Scrum – Fall 

Planning 

Process
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What’s an Outcome?

27

An Outcome is some state 
experienced by the user of a Product.
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• Provides an environment where Self-Management can happen

• Gives team flexibility to deliver different solutions

• Space for innovation

• Extrinsic Motivation – Autonomy, Mastery, Purpose

• Improves customer relationship with team

• Leads to better outcomes

28

Why is Working To Value So Important?
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• Fund based on customers value streams

• Align teams to the value streams

• Put in place measures that are value rather than work based

• Set direction with a vision and goal(s)

• Build cross functional teams that include/align with the 
customer

• Allow and encourage transparency between the work and the 
customer

29

At The Organization Level
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• Refine backlog items to answer the why

• Spend time creating personas for your work

• Invite customers to Sprint Reviews

• Engage customers during a Sprint to provide feedback

• Learn more about the customer at every opportunity

• Ask questions like ‘How does this help XXXXX ?’

30

At The Team Level
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The Big Three

Build Sustainable  Agile Culture

31

1. Support and protect Agile values with 
strong leadership

2. Build People Centric Organizations

3. Manage your portfolio with Outcomes (not 
Output)
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And Don’t Adopt Agile in a Waterfall Manner

32

Area 

being 

changed

Change Team

Value Based KPIs

Enterprise Change Should Be 

Managed In an Agile Way 

Scrum is focused on getting 

better

By the end of the Sprint Retrospective, the Scrum 

Team should have identified improvements that 

it will implement in the next Sprint. Implementing 

these improvements in the next Sprint is the 

adaptation to the inspection of the Scrum Team 

itself. Although improvements may be 

implemented at any time, the Sprint Retrospective 

provides a formal opportunity to focus on 

inspection and adaptation.
Scrum Guide
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Scrum.org is a community. Connect.

Twitter
@scrumdotorg

LinkedIn
LinkedIn.com

/company/Scrum.or

g

Facebook
Facebook.com

/Scrum.org

Forums
Scrum.org

/Community

RSS
Scrum.org/RSS
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Questions?



©1993 – 2024 Scrum.org All Rights Reserved

Thank you!

35
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