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Praise for Agile Value Delivery 

 

Larry Cooper and Jen Stone have created what I consider to be the first properly "postagile" structure for us 
to use. We original agilists advocated delivering value, but stopped there. Larry and Jen show us how to han
dle the consequences: to deliver, operate and measure value. Operations is the logical consequence of Con
tinuous Integration and Continuous Delivery. Props to them for having articulated it so clearly.  

Dr. Alistair Cockburn, coauthor of the Agile Manifesto 

 

The title of this book, Agile Value Delivery: Beyond the Numbers, recognizes that linear extrapolations from 
past successes—which may have been a successful formula in recent times—is no longer a practical guide 
for managers or workers in a post digital world. Simply stated, the digital revolution has thrust us suddenly 
and rapidly into in a new world with new rules. This book is a practical behavioral guide to those who want 
to master these new rules. 

Whether you are an experienced Agile aficionado, an Agile novice, or a business manager who has happened 
upon this book, Cooper and Stone will acquaint you with the essential behaviors of an innovative manage
ment model that will propel both your personal and your organization’s performance to levels that most of 
us thought was not humanly possible. Indeed, the future of management has arrived, and it won’t remain 
hidden for very much longer—become a part of it. 

Rod Collins, 

Director of Innovation, Optimity Advisors 

Former CEO, Blue CrossBlue Shield FEIP 

Author  

“Leadership in a Wiki World” and 

“Wiki Management - A Revolutionary New Model for a Rapidly Changing and Collaborative World” 

 

 

What Cooper and Stone have done is the equivalent of the Grand Unified Theory (GUT) in physics  they have 
combined the business practices of portfolio, programme, and project management and "agilized' them. 

I think it is groundbreaking...I have never used this word to describe anything I have read before but I think it 
is appropriate here. 

Dr. Adrian Rossi 

Fellow, British Computer Society 
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Book Release Management Approach 

As this is a book that advocates using Agile practices for Value delivery, it  stands  to reason that we would 

want to apply Agile practices and principles to bring it to market. That starts with treating the Book and any 

related collateral as Products. Each Release of our Products will satisfy a set of prioritized features. 

We will apply the same approach to all our future Releases so that you can help us extend this book and its 

related collateral in ways that will have real world benefits. 

The features in Release 1 included: 

• Premise of Agile Value Delivery 

• Fundamentals for: 

▪ Inputs, Activities, and Outputs 
▪ Outcomes Mapping and Benefits Realization 

▪ Value and Value Management 

• Address why qualifiers such as ”Best” or “Good” when referring to Practices are unnecessary 

• Describe why traditional project planning is based on a False Premise 

• Describe a model for blending Agile practices with those of Portfolio, Programme, and Project Man

agement (the ICD Model©) 

• What it will take for Next Generation Agile to materialize 

• An example of Leader as Facilitator 

We also have a website (www.NextGenAgile.com) where we will be providing subscribers with access to re

lated products such as worked examples of each part of the model, full practice descriptions for all referenced 

practices, tools and templates, etc. Subscriptions will be free for the first 6 months or so after the release of 

the book as we build things out. 

There will continue to be a free subscription that will provide some of the more common Agile practices while 

the full set of related products will only be available via paid subscription. 

Those of you who would like to submit practices for inclusion in our collateral (and if we accept them) will be 

provided with a free one year subscription to the entire library as our way of saying thank you! 

We will also be looking to our customers to tell us what additional products they would like to see as well as 

the Features to be included in existing or future products. 

So if you have features for us to consider in our next release of the book or anything you find on our website 

you can send them to us at Feedback@NextGenAgile.com 

Updates in Release 1.1 

We decided to issue and minor release update based on feedback so far: 

• We changed the wording to describe the activities in the model to the active voice (i.e used verbs in

stead of nouns) in Chapters 5 through 7. Figures 2023 were updated accordingly. This also resulted in 

minor wording tweaks to the Description and Focus sections of each  Chapter. 

• We updated the section title Agile Value Management in Chapter 4 to Agile Value Delivery. Same for 

Figure 17. 

• We added a new section in Chapter 9: Human Resources called Preparing and Enabling People to de

scribed the revised role of Learning and Development Organizations to both lead and take a more ac

tive role in helping people acquire and sustain the new skills and behaviours required for creating an 

agile ecosystem within their organizations 

Updates in Release 2 

This is the second major Release of the book and again is based on the most recent feedback. In this release: 

• We broke the book into sections (Sections 14 overlay) to make the main themes and messages in the 
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book more clear 

• Added  “Organization of this Book”  in Introduction to describe the Sections and their Chapters 

• Broke Chapter 4 into Chapters 46. Agile Value Delivery is now in Chapter 5 at end and has been ex

tended to explain the rationale behind it 

• Added new material in Chapter 4 to describe how the ICD Model was constructed 

• Added new Chapter 7 on the topic of Emergence as it relates to problem discovery, emergent archi

tecture and emergent design 

• Broke Chapter 9 into Chapter’s 1214 under Section 4.  

• Added Origins of “Human Resource” Management to Chapter 13 

• Added a section called “How it was Done” in Chapter 14: Finance under Agile Procurement 

• Moved original Chapter 10: Leader as Facilitator to an Appendix as a Case Study 
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Forward 

“Agile is as much about behaviors as it is anything else.” This profound insight from Larry Cooper and Jennifer 

Stone captures in one sentence the essence of their important contribution to the growing body of Agile 

knowledge. 

This understanding reflects the important reality that, at its core, management is not an analytical discipline 

or a collection of prescribed best practices that can be applied in any situation with any group of people. 

Rather, management is essentially a behavioral discipline based on a core framework of principles to guide 

the work of people as they create and deliver value to the various customers they serve. This is not to say 

that analysis and prescriptions aren’t important—indeed they are because they oftentimes contain important 

lessons from the past. However, the most important job of the manager is to create the future, which is why 

creating customer value through the collective efforts of people is what matters most in management. 

This book is a reflection of the simple wisdom of the seventeen authors of the Agile Manifesto who, in the 

crafting of four powerful value statements, launched a movement that has radically transformed not only the 

way we build software, but also more recently the way we build organizations. Cooper and Stone reinforce 

this wisdom by emphasizing that a cohesive understanding of value—shared value, if you will—is essential to 

the mission of serving customers. 

In a rapidly changing world, discerning what customer’s value is the key to management success. However, 

knowing what customers will want tomorrow is becoming an increasingly more difficult challenge because 

tomorrow’s needs are not necessarily an extrapolation of current preferences. That’s why Steve Jobs famously 

eschewed market research. If you ask people what their preferences are they’re likely to tell you they want a 

better version of what they already have. Jobs felt that the job of the innovator was to create something that 

people don’t realize they need until they have it, and then once they have it, they don’t know how they could 

live without the innovation. That’s what companies do when they excel at creating value. Building processes 

that leverage creativity and imagination to provide the context for analysis is a significant behavioral change 

in the practice of management. 

The title of this book, Agile Value Delivery: Beyond the Numbers, recognizes that linear extrapolations from 

past successes—which may have been a successful formula in recent times—is no longer a practical guide for 

managers or workers in a post digital world. Simply stated, the digital revolution has thrust us suddenly and 

rapidly into in a new world with new rules. This book is a practical behavioral guide to those who want to 

master these new rules. While much of the behavioral framework is primarily intended for Agile practitioners, 

the fundamental concepts detailed in the book are relevant and can be adapted and applied by any manager. 

That’s because Agile practices are rooted in the delivery of customer value. 

One of the most important shifts brought about by the new rules of business is a reworking of the purpose 

of a business. For decades, and until very recently, the unquestioned purpose of a business was to create 

shareholder wealth. Accordingly, managers were primarily focused on the numbers. In today’s hypercon

nected world where customers have instant access to each other through the rapid expansion of the Internet, 

the purpose of a business is to create customer value. And as Cooper and Stone point out, value is a percep

tion, not a number. That’s why the focus of their conceptual framework, which they call the ICD Model©” 

(Innovate, Create, Deliver) is rooted in delivering value rather than meeting the numbers. This is not to imply 

that meeting numbers is not important or necessary, but rather reflects the wisdom that meeting numbers is 

a reward that companies receive when they put their prime focus on creating and delivering customer value. 

This focus on the customer is another key behavioral change in the way Agile works. 

Because linear analytics are poor tools for gauging customer value, the planning and control dynamics that 

have shaped the practices of both the “Waterfall” project management discipline and the traditional com

mandandcontrol management model are becoming increasingly inefficient. In fastchanging times, effi

ciency has more to do with rapidly adapting to everchanging customer expectations than with minimizing 

variances in a fixed plan. 

Agile approaches prefer the dynamics of iterating and cocreating to planning and control. Accordingly, the 
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short sprints and the frequent retrospectives that define Agile iterations are grounded in the context of cus

tomer value as teams come together to agree on what’s working, what’s not working, and how they can 

improve in the delivery of what matters most to customers. Aspects of workinprogress that contribute to 

creating customer value are retained and improved upon; those that don’t are diminished or discarded. This 

dynamic assures that customer value is never slaughtered on the altar of costcutting efficiency and puts the 

customers rather than the accountants at the center of driving efficiency. The ICD Model© incorporates the 

dynamics of iterate and cocreate and enables selforganized teams to create extraordinary value by working 

in customerdriven iterations of cocreative activity. This shift in how to operate efficiently is another behav

ioral insight of the ICD Model©. 

The discipline of business management is in the early stages of a radical paradigm shift that is redefining the 

ways we work both within teams and in large organizations. The early leaders of this transformation include 

wellknown enterprises, such as Google, Wikipedia, Linux, Amazon, and Zappos. They also count among their 

numbers the thousands of Agile practitioners, who although not part of a specific enterprise, nevertheless 

collectively comprise an innovative professional community that is helping to reinvent the fundamental dis

ciplines of management. 

The science fiction writer William Gibson is oftquoted as saying, “The future is already here — it's just not 

very evenly distributed.” So, it is with management. The future of management has already arrived; it’s just 

been hidden in plain sight. In countless organizations throughout the world, Agile practitioners, who are in

deed often hidden in plain sight, are embracing the innovative behaviors of a twentyfirst century manage

ment model that is far more effective than the nineteenthcentury model used by their business management 

counterparts. 

Whether you are an experienced Agile aficionado, an Agile novice, or a business manager who has happened 

upon this book, Cooper and Stone will acquaint you with the essential behaviors of an innovative manage

ment model that will propel both your personal and your organization’s performance to levels that most of 

us thought was not humanly possible. Indeed, the future of management has arrived, and it won’t remain 

hidden for very much longer—become a part of it. 

 

Rod Collins 

Director of Innovation, Optimity Advisors 

Former CEO, Blue CrossBlue Shield FEIP 

Author  

“Leadership in a Wiki World” and 

“Wiki Management - A Revolutionary New Model for a Rapidly Changing and Collaborative World” 

Both books are available on Amazon at http://goo.gl/piK3GZ 
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Preface 

“Money is a perfectly legitimate measurement of goods sold or services rendered. But it is no calculation of 
value...Value is a feeling, not a calculation. It is perception.” 

“Start With Why,” Simon Sinek 

Value. A small, yet powerful, and very often misunderstood word. It’s used in all sorts of contexts; value cre

ation, shareholder value, company values, business value. Everyone claims to be providing value to someone 

– other parts of their organization, customers or clients. Yet when asked to provide specifics on what value 

they are supplying or how that value is demonstrated, most are hard pressed to provide a clear answer. 

In the Agile space, value is used in the context of prioritizing the work to be done in order of highest business 

value first – yet no Agile practice actually provides a definition for “business value.” It is left to someone from 

the business (or their proxy in the form of a product owner) to provide their exalted interpretation of what 

exactly constitutes business value. This is an attempt to define value by prioritizing features in a product – 

which we think is hardly a valuable approach. One person’s interpretation of what is valuable may not match 

another’s, and without a cohesive understanding of value, different parts of an organization can come into 

conflict with one another. 

In portfolio and project management circles, the tendency is to try to create equations for calculating value. 

This creates the illusion of valuebased decision making. As long as the equation provides a positive answer 

within our tolerance ranges, we feel we can make investment decisions about which projects we should un

dertake or which products we should build. Equations make us feel comfortable – a number pops out and we 

can feel confident that we are making the right decision. We believe that we have made an informed choice. 

But if it were really that simple, why would organizations around the world continue to collectively spend in 

the order of billions of dollars on failed projects on an annualized basis? 

Do they even know why they are doing a project? 

Simon Sinek suggests that “Why is not money or profit  those are always results.” He explains that Value is 

simply perception – not a number. How well is Sinek’s concept understood? Do organizations even consider 

other possible aspects of value? 

• How will it affect our customers/clients? 

• Will it lead to improved brand recognition or brand loyalty? 

• What about reducing risks? 

• What about more efficiency or effectiveness in our business operations? 

• What about making more resources and people available to do other valuable things? 

• What about enhancing our business capabilities or adding new ones? 

• What about improving our social presence and perception in our communities? 

• What about improving our decisionmaking ability in timeliness and quality? 

• What about ensuring our organization remains relevant and viable? 

Do organizations take into account when and how Value is delivered? 

• Is Value something we get all at once or in increments? 

• Does all Value get realized when the project is over or are some parts only realized long after the pro

ject is completed? 

What Value is and when and how it is delivered are questions that are often never considered by organizations 

and their project teams. Indeed these questions are what led us to choose our book’s title: Agile Value De

livery: Beyond the Numbers. 
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To look beyond the numbers requires us to step entirely outside of project man

agement, programme management and even portfolio management practices 

for guidance on how to determine what  is meant by Value. We need  to start 

with a very unlikely person  Florence Nightingale. 

Nightingale  is  considered  to  be  the  founder  of  modernday  nursing.  Put  in 

charge of nursing British and allied soldiers in Turkey during  the Crimean War, 

Nightingale was the first person to define planned consequences from activity 

as  the basis  for action; she  introduced  evidencebased outcome indicators  to 

nursing and healthcare. Nightingale also had a prodigious respect for the possi

bility  of  unintended  and  harmful  results  of  actions  –  i.e.  unintended  conse

quences. This is the concept that, as a result of what we do, bad things can hap

pen that we did not expect or plan around. 

Nightingale’s approach was later applied to outcomesbased education and in 

programme management with the introduction of ‘logic models’ which we discuss in Chapter 2. Fundamen

tally, it is a quality management approach focused on helping us get the desired results from our interventions 

and activities. 

Nightingale was arguably the first person who figured out that you need to start with framing the result you 

want to achieve (the why) to determine what you should do, how you should do it, when you should it, and 

where you should do it. 

Nightingale’s insight was 175 years ago, yet many in business still struggle today with that very powerful and 

beautifully simple concept. 

One of the more challenging mindsets for IT groups to grasp is that the organizations to which they belong 

don’t want systems and tools, they want what they enable – the outcomes. Or as Theodore Levitt put it: 

“People don’t want to buy a quarter inch drill. They want a quarter inch hole!1 ” 

Solving complex business problems isn’t an easy thing to do. Developing complex solutions to them though 

is quite easy – in fact it requires no real thought at all. Simplicity in solutions to complex business problems is 

possible, but it isn’t easy to do. 

Indeed leading thinkers in Agile will tell you that doing Agile practices well is actually quite hard and requires 

a lot of discipline. And in our experience that is very true. 

What is also true is that Agile practices by themselves are not enough – especially in large environments. They 

don’t address  everything  you need such as Portfolio and  Programme management. But  Portfolio and Pro

gramme management practices can also be overly complex. That’s where Agile thinking comes in – it helps 

you focus on simplicity as a key goal in everything you do. If simplicity is a key goal for any solution you create, 

then so too should it be in the practices you apply to create your solutions. 

This book provides a roadmap through the various Agile practices as well as the Value, Portfolio, Programme 

and Project Management frameworks to enable organizations to deliver value beyond the numbers to help 

you and your organization focus on only the parts you really need to do to provide the greatest value. 

We hope you find our approach useful. 

 

 

                                                
1http://hbswk.hbs.edu/item/5170.html 
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Section 1: Introduction and the Value Delivery Context 

This section contains the following Chapters: 

• Chapter 1: Introduction 

• Chapter 2: Value Delivery  Prelude to a Portfolio 

▪ Different perspectives on Value 

▪ The Value Context 

▪ Outcomes  The Source of Why 

▪ Realize Benefits 

• Chapter 3: The False Premise, Best Practices, and the History of Agile Thinking 

▪ The False Premise 

▪ Best Practices 

▪ The History of Agile Thinking 

▪ Container versus Content 
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Chapter 1: Introduction 

The world as we have created it is a process of our thinking. 

It cannot be changed without changing our thinking. 

Albert Einstein 

It is said that if you want to know where you are going, you need to know where you have been. This is, in 

part, the context for who you have become as it shapes your thinking. 

In writing this book, we initially went straight to describing our model. Before long we realized that some of 

the concepts would be clearer if they were described within the context of where they (and we) have been. 

Context is not just the situation we find ourselves in at this moment, but all of the situations that preceded 

this one, shaping who we are and how we think. 

When we look at the context surrounding efforts to create Value through the delivery of projects, we find a 

rich history of trial and error, some project successes, and some monumental project failures. It has been 

estimated through various studies over the years that anywhere from 50 to 70% of all IT and Business projects 

are failures and that losses from these failures go into the billions globally on an annualized basis. 

How do we improve those odds for our projects and more importantly for our people? No one likes to fail 

and a pattern of constant failures and/or missteps in our projects can be very demoralizing. 

A project is considered a failure if it does not “…meet the original time, cost and (quality) requirements criteria)2 ” 

We will approach the ways that teams and their organizations can boost their odds of project success by 

starting with a discussion of the interrelationships between Project Management, Value Management, Ben

efits Realization and Portfolio Management. 

Project Management has existed for thousands of years. Outcomes Management (the precursor to Value 

Management) has existed for 175 years. The focus on Benefits Realization from projects has been around for 

the past 30 years or so. Portfolio Management started in the financial services industry and then made its 

way into project management. We focus on these and other related topics in Chapter 2, Value Delivery: Prel

ude to a Portfolio. 

Agile is a also big part of this conversation. 

We decided to write this book to illustrate how Agile Practices, and more importantly Agile thinking, can be 

combined with those from Outcomes, Portfolio, Programme and Project Management to successfully and 

consistently deliver Value into Business Operations.  

Organization of this Book  

This book is broken into four major sections as described below.  

Section 1: Introduction and the Value Delivery Context 

This section contains the following Chapters: 

• Chapter 1: Introduction 

• Chapter 2: Value Delivery  Prelude to a Portfolio 

▪ Different perspectives on Value 

▪ The Value Context 

▪ Outcomes  The Source of Why 

▪ Realize Benefits 

• Chapter 3: The False Premise, Best Practices, and the History of Agile Thinking 

                                                
2http://www.bcs.org/content/conwebdoc/19584 



 

4 
 

AGILE VALUE DELIVERY: BEYOND THE NUMBERS              RELEASE 2 

▪ The False Premise 

▪ Best Practices 

▪ The History of Agile Thinking 

▪ Container versus Content 

As we mentioned in the Preface, the term Value has different meanings to different people. But what is it 

really? We believe it starts with a focus on the customer rather than on the entity that delivers to that cus

tomer. We also feel that our portfolios, programmes, projects and even the products we create through them 

need to reflect that view of Value. We explore this in Chapter 2. 

While the term Agile was first used to represent a software development approach in 2001, Agile thinking 

has been around since the 1930’s when Walter Shewart came up with the PlanDoCheckAct model that W. 

Edwards Deming made famous in the 1950’s during his work in postwar Japan3. It also has been influenced 

by the work of many others that we discuss in Chapter 3 on best practices and the history of Agile thinking.  

We think you might be surprised by what we say about the term “best practice.”  We felt this chapter was 

worth including as it dispels some of what we feel is wrongheaded thinking by those who have become 

“Method Lemmings” – they blindly apply the practices of others in the simplistic belief that if it worked else

where then it will work for them in an entirely different context. There’s that context word again. 

Section 2: Models Shape our Thinking 

This section contains the following Chapters: 

• Chapter 4: Reshaping out Thinking 

▪ Explores the relationship and between the models we use and its effects on our thinking using 

the Common Agile Model and the Innovate. Create. Delivery (ICD) Model described in this book 

▪ Shows how the ICD Model was constructed 

• Chapter 5: The ICD Model 

▪ Describes the fully constructed ICD Model 

▪ Describes Agile Value Delivery based on the ICD Model 

• Chapter 6: Governance  The Business Decision Protocol 

▪ Explains the role of Governance in the context of the ICD Model 

▪ Describes Business Decision Points and their importance 

▪ Describes the key teams and their roles within the ICD Model 

• Chapter 7: Emergence 

▪ Discusses the concept of emergence as it applies to both the problem and solutions space, it’s 

origins in Principle 11 of the Agile Manifesto, and how different Manifesto coauthors have differ

ent perspectives on what it means 

If we want to change how we think about the world around us, then as Einstein suggests, we need to change 

our thinking. We believe that you can only change your thinking if you change your models which we discuss 

in Chapter 4 by exploring the relationship between the models we use and its effects on our thinking using 

the Common Agile Model and the Innovate. Create. Deliver (ICD) Model that we describe in this book. 

What we feel is unique about the ICD Model is that it does not place the project itself at the center of why 

we do projects  we think the customer should be our focus as described in Chapter 5. Additionally, it is not 

about Outputs it is about Outcomes or results as we discuss in Chapter 2 within Section 1. 

We feel  that having a new model in which to reframe our thinking about portfolios, programmes, and projects 

is long overdue. 

Governance and Agile are often seen as at odds with one another  but are they? We explore that question 

in Chapter 6. We see Governance as the protocol for business decisionmaking as we describe the key teams 

                                                
3 http://en.wikipedia.org/wiki/PDCA 
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within the ICD Model and their roles.  

In Chapter 7 we explore the concept of emergence as it applies to both the problem and solutions space, it’s 

origins in Principle 11 of the Agile Manifesto, and how different Manifesto coauthors have different perspec

tives on what it means. While most Agile literature focuses on emergence only in the context of the solutions 

space (i.e. architecture, design, and  code) we  introduce  the concept  as  it applies to the problem space as 

“emergent discovery”. 

Section 3: ICD Model Quadrants 

This section contains the following Chapters: 

• Chapter 7: Operate 

▪ The key team in Operate is Business Operations. The focus is to Realize Value.  This is where we 
typically start as we are trying to change something in Business Operations. 

• Chapter 8: Innovate 

▪ The key team in Innovate is Business Value Management. The focus is to Define and Assess Value.  
• Chapter 9: Prioritize 

▪ The key team in Prioritize is the Portfolio Leadership Team. The focus is the prioritization and se
quencing of the Value to be delivered 

• Chapter 10: CoCreate 

▪ The key team in CoCreate is the Portfolio Delivery Team. The focus is on cocreation and Value 
delivery into Business Operaitons.  

In Chapter’s 7 through 10 we describe the four quadrants of the Model in a bit more detail and identify the 

Agile practices that may be suitable for each quadrant in the model. We also identify which existing practices 

from a particular domain are still applicable (e.g. Portfolio Management) as well as those from Service Man

agement or General Management that may also still be appropriate. 

Each Quadrant is described in terms of: 

• Its Primary Focus 

• Primary and Secondary Roles  

• Likely Artifacts created 

• Applicable Business Decision Points 

• Applicable Practice Areas: 

▪ Agile 
▪ Value Management (if applicable) 
▪ Domain Specific 
▪ Enterprise Architecture (if applicable) 
▪ Service Management (if applicable) 

▪ General Management (if applicable) 

Section 4: Reshaping our Organizations  

Once we start to reshape our thinking  by adapting to a new model then it leads to the need to reshape our 

organizations to reflect it.  

This section contains the following Chapters: 

• Chapter 12: Next Generation Agile 

▪ Suggests that the point at which agile thinking has permeated an organization is the point at 
which  we can stop using the term ‘Agile’ and the we will achived “next generatiion agile” 

• Chapter 13: Human Resources 

▪ Looks at the effects of the new model and subsequent changes in our thinking on our HR organi
zation 
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• Chapter 14: Finance  

 Looks at the effects of the new model and subsequent changes in our thinking on our Finance 
organization 

• Chapter 15: Epilogue 

▪ Wrtapup and summary 
• Case Study: Leader as Facilitator 

▪ A realworld case study that explores the idea of Leader as Facilltator  

In Chapter 12 we talk about the need to reshape our Organizations to  create what Stephen Denning calls an 

“Agile ecosystem”4. To create that ecosystem and to beging to reshape our organizations we argue that the 

two areas that need to be reshaped first are our HR and Finance groups in Chapters 11 and 12 respectively. 

We describe Next Generation Agile as the point at which an entire organization has achived agile thinking in  

all aspects of how it operates.  While a select few may be said to be there today, most are not.  

A different world is emerging all around us where disruption abounds. That emergent world has profound 

implications on all facets of an organization – not just on the methods and practices they use in their projects. 

We then introduce a real world case study  from Larry’s personal experience from more than 15 years ago 

where a leader in a very large telecom organization exhibited many of the characteristics embodied in the by

line for our book  “Leadership Facilitates. Process Enables. People Deliver.” That period of time was a major 
influence on the portfolio practices that we have described in Sections 2 and 3. 

As mentioned  in  the Book Release Management Approach earlier,  this book will be developed  through a 

series of releases so we will always welcome the feedback of our clients on what they want us to cover in the 

next release. We have added  2 additional releases since the books launch in May. We hope to coninue evolv

ing it in the years to come as the world around us continues to emerge. 

As a sidenote, save for Outcomes Management we do not describe any of the Practices (Agile or otherwise) 

referenced in the book  we are providing a roadmap on where they are applicable. Over time, our website 

(www.NextGenAgile.com) will provide  their  full descriptions along with examples.  In  the meantime we do 

provide references throughout the book on where you can find information on many of them. 

We hope to hear from you on how we can improve as well as which practices you think we should focus on 

describing  first. 

                                                
4 http://www.forbes.com/sites/stevedenning/2012/06/06/making-the-entire-organization-agile/ 
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Chapter 2: Value Delivery  - Prelude to a Portfolio 

“There is nothing worse than doing well that which should not be done at all”. 

Peter F. Drucker 

Steve Jobs made a statement very similar to Druckers  when he said “Deciding what not to do is as important 

as deciding what to do”. We agree with both of them  not every project that is proposed should be done. In 

fact we believe that for the most part, individual projects should not be proposed at all – they should instead 

be purposedefined. 

For a project to be purposedefined  instead of proposed  it means  that  it was part of a process where the 

results to be achieved, as we discussed in the Preface with regards to Florence Nightingale, were both under

stood and articulated first. When we start with answering the why questions as part of determining what we 

need to do, then our projects can be purposedefined. 

When projects are not purposedefined,  the typical project selection process that is part of Portfolio Man

agement for IT in most organizations looks something like this: 

• Identification 

• Categorization 

• Evaluation 

• Selection 

• Prioritization 

• Portfolio Balancing 

• Authorization 

Some of the issues with this approach are: 

• There is no direct reference to strategic goals – i.e. projects are not defined from the perspective of 

what is needed to achieve the goal. 

• There is no reference to desirable Outcomes – i.e. how does the project help us to deliver something 

we feel is desirable to be achieved 

• Therefore, proposed projects are not purposedefined to satisfy strategic goals or desirable outcomes. 

This tends to result in project scoping being a “Skyward looking” exercise – i.e. what is up there in the 

world of strategic goals that I can “align” to? 

The above approach is also often referred to as a “BusinessIT alignment” exercise. We suggest that the notion 

of BusinessIT Alignment is not achievable by taking this bottomup approach. For projects to deliver on a set 

of goals or Outcomes that we desire, then the goals or Outcomes would have to have been identified first, 

and then the projects purposedefined to achieve them. This is not what the traditional Portfolio Manage

ment process does. In fact most Portfolio, Programme or Project Management Offices (PMOs) tend to focus 

on the reporting of project status information over tracking Value delivery. 

The fact that traditional PMO processes do not take a Value delivery view is precisely why, in our view, most 

projects do not achieve desired or expected results   notably because they were never really defined in the 

first place! 

The type of environments where purposedefined projects do not happen is also where you will also hear of 

‘ITonly’ projects. There is no such thing as an ITonly project – every project in an organization has to have a 

businessdriven basis to it. For example, adding additional server capacity might occurs to avoid performance 

issues that would affect the business. Upgrading to new versions of software should only be done for reasons 

such as the Business needs some of the features in the latest version of the software or the vendor will not 

support the current version beyond a certain date which would put the business at risk. 

Following traditional Project Management practices such as this also does not guarantee that what you are 

delivering is onstrategy – only that it may be delivered well – even when it is the wrong thing as Peter Drucker 

implied. Being onstrategy requires that the project be purposeddefined and delivered from the perspective 
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of the strategy itself and the Value you hope to get, and not as a BusinessIT alignment exercise which is the 

perspective  from which most projects are  conceived. Being  onstrategy  should be, but  often  is  not,  a  key 

concept in Value Management and Delivery. 

But what do we mean by Value Management or Value Delivery? When used in a business context, the most 

common understanding is Shareholder Value. Shareholder Value and its maximization was a pervasive man

agement  theory throughout  the  late 20th century and  is  still  the  focus of many organizations. It has  even 

made its way into the public sector for some governments where they try to run government like a business 

 one that is focused on shareholder Value. But is a focus on shareholder Value really a great idea? 

Shareholder Value - The “Dumbest Idea in the World” 

Shareholder Value’s popularity skyrocketed in the 1970’s after Milton Friedman’s article, “The Social Respon

sibility of Business is to Increase its Profits” was published in the New York Times5 . As head of the Chicago 

School of Economics and winner of Nobel Prize in Economics, Friedman had tremendous credibility. He was 

described by The Economist in 1976 as “the most influential economist of the second half of the 20th cen

tury.” 

When tested in the real world, however, the shareholder Value theory didn’t work quite as expected. Instead, 

the return on invested capital of US firms declined steadily and dramatically. The downward trend is shown 

in this chart from the Deloitte 2010 Shift Index. It depicts economywide return on invested capital from 1965 

through 2009. 

Figure 1: Economywide Return on Invested Capital (19652009) 

Jack Welch, the former CEO of General Electric was a staunch proponent of the shareholder Value movement 

for many years. However, in a 2009 interview with the Financial Times, he strongly reversed his position: 

Shareholder Value is the dumbest idea in the world. [It] is a result, not a strategy. Your main constituencies 
are your employees, your customers and your products 

                                                
5http://www.colorado.edu/studentgroups/libertarians/issues/friedmansocrespbusiness.html 
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Others  disagreed  with  the  shareholder  Value  theory  well  before  Jack  Welch  spoke  out  against  it.  Peter 

Drucker, in his 1974 book Management: Tasks, Responsibilities, Practices said: 

There is only one valid definition of business purpose: to create a customer. It is the customer who deter
mines what a business is. It is the customer alone whose willingness to pay for a good or for a service con
verts economic resources into wealth, things into goods. The customer is the foundation of a business and 
keeps it in existence. 

James Rouse also took a customerfocused view: 

Profit is not the legitimate purpose of business. The legitimate purpose of business is to provide a product or 
service that people need and do it so well that it's profitable 

Rouse and others promoted the Customer Value theory instead of Shareholder Value. Unlike the Shareholder 

Value theory, when the Customer Value theory is tested in the real world it results in measureable success. 

Using the same metrics considered as key to proponents of the Shareholder Value model,  stock price, the 

chart in Figure 2 shows a 10year comparison graph from the New York Stock Exchange website graph. 

 

Figure 2: CustomerValue Focused Firms Stock Prices (20042014) 

The chart displays the stock percentage increase from 2004 through 2014 experienced by three organizations 

that focus on Customer Value – Salesforce [CRM], Apple [AAPL] and Amazon [AMZN]. During that time: 

• Amazon experienced growth over 700% 

• Salesforce rose over 1,000% 

• Apple skyrocketed with an increase of more than 2,700%. 

Stephen Denning put a stake straight through the heart of the Shareholder Value theory: 

The common elements of what all these organizations are doing has now emerged. It’s not merely the appli
cation of new technology or a set of fixes or adjustments to hierarchical bureaucracy. It involves basic 
change in the way people think, talk and act in the workplace. It involves deep changes in attitudes, Values, 
habits and beliefs. 

The new management paradigm is capable of achieving both continuous innovation and transformation, 
along with disciplined execution, while also delighting those for whom the work is done and inspiring those 



 

10 
 

AGILE VALUE DELIVERY: BEYOND THE NUMBERS              RELEASE 2 

doing the work. Organizations implementing it are moving the production frontier of what is possible. 

The replacement for Shareholder Value is thus now identifiable. In effect, Shareholder Value is obsolete. 
What we are seeing is a paradigm shift in management, in the strict sense laid down by Thomas Kuhn: a dif
ferent mental model of how the world works6 . 

Denning is also describing the change in thinking that has occurred in firms such as those in Figure 2, and 

away from the traditional management thinking that led to the adoption of the Shareholder Value theory. 

This leads us to what we believe was the second dumbest idea – Business Requirements. 

Business Requirements - The Second Dumbest Idea 

If maximizing Shareholder Value is the dumbest idea in the world for a business to focus on as opposed to 

maximizing Customer Value, then Business Requirements is the dumbest idea for the business to use in de

ciding what they should do to maximize that Customer Value. 

Business requirements are what must be delivered to provide Value. Products, systems, software, and pro

cesses are the ways how to deliver, satisfy, or meet the business requirements what’s. The issue is that Busi

ness Requirements are often and easily confused with technical requirements to the point that the term has 

ceased to be meaningful. When something no longer has meaning it is a dumb idea to keep using it as it con

fuses things more than it clarifies. 

Business Requirements gained visibility with the emergence of “business analysis which arose out of systems 

analysis and project management and in the early 1990’s7” 

Whenever you say you are doing a project, one of the first questions asked is “what are the business require

ments?” which begets the entire requirements gathering process that business analysts love to do. Various 

different polls and studies have been cited to the effect that 9.8% of all project failures are due to poor re

quirements gathering and poor requirements management. We feel that the main issue is they are primarily 

collecting technical requirements which have no linkage to Business Value. These studies have led to the 

creation of million dollar requirements management tools and a whole certification industry for business 

analysts to overcome this perceived problem. 

Yet…projects continued to fail as little or no effect has been made by all of these requirements management 

tools, practices, and certifications related to creating better business requirements. Why is that? We’ll answer 

that question by telling the story of the Apple iPod. 

Most people have heard the story of how Steve Jobs and Apple came up with the iPod (they reimagined how 

people listened to and thought about music…). The music players of the era were bulky and had lots of but

tons. Apple decided it should be smaller and have fewer buttons and went about finding or designing tech

nology to do just that. It was brilliantly simple in design with a simple name and an easy to remember tag line 

“1000 songs in your pocket”. 

To do what they did, they took a holistic view of the entire experience of music from a capabilities perspective 

rather than from a requirements perspective: 

• It had to have the capacity for “1000 songs in your pocket” they found a hard drive from Toshiba that 

was small enough in form factor to be used 

• There had to be hub for getting music onto the device  iTunes was used which was a purchase made 

previously by Apple 

• They needed a small enough and purposebuilt chipset – they found one in a San Jose company called 

PortalPlayer 

• They needed an Operating System – they found one called Pixo 

• They needed an appropriate Design  a simple rectangular display was borrowed from Braun’s T3 

Pocket Radio 

                                                
6http://www.forbes.com/sites/stevedenning/2013/06/26/theoriginoftheworldsdumbestideamiltonfriedman/ 
7Culmsee and Awati 
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The power supply and display design were from Apple as was the name. While Apple already had a patent 

for an internet Kiosk called iPod, it was the idea that “a spaceship was the ultimate hub from which a smaller 

craft—a pod (think “Shuttlepod” in Star Trek)—could come and go.” iTunes was the hub. iPod was the name. 

Throughout the process of design and building the iPod (done in only 6 months) they remained focused on 

the results they were trying to achieve with the product  not business requirements. The problem was not 

defined or solved by talking about business requirements but rather through simple specifications as well as 

iterative and incremental developments towards their desired outcome, which was a simple device with a 

great user experience for listening to music. Every decision they made on the way to creating the iPod was 

made subservient to that simple outcome definition. 

Now let’s suppose Apple had hired a bunch of business analysts instead. Who would they talk to for “require

ments”? What would those requirements have said? Most probably they would have started asking questions 

about the buttons and dials to be included on the new device as that’s what every other device had and often 

that is the focus of technical requirements – while continuing to call them business requirements. And they 

would have asked as many people as possible – which again is how the requirements gathering process tends 

to work since after all we don’t want to miss anything that we might want to have in the product. It is unlikely 

that any one of the business analysts would have asked about the result that was expected  a simple device 

with a great user experience for listening to music. 

Of three possible choices for satisfying this desired result, the likelihood is that if it had instead started out as 

a business requirements exercise, the first option of the three below would have been built: 

• Option #1: A higher quality and more featurerich MP3 player 

• Option #2: An entirely different physical design that fits in your pocket 

• Option #3: An implantable device 

Of course Apple built option 2 – based on the available technology and what they could create at the time. 

But option 3 may be the next reimagined simple device with a great user experience for listening to music 

as today we are approaching that level of technological capability. Nothing in the expected result of a simple 

device with a great user experience for listening to music says that it has to be a physical device in your pocket. 

The difference between these three possible solutions is based on what we know about current technology 

and whether the technology exists to build the potential solutions we target or whether we believe it can be 

created. That helps designers and the customer develop technical specifications for the product. Apple 

wanted small, fast, simple to use, durable, etc. These are all technically specifiable things and easy to discern 

as to whether they are being satisfied or not. It’s also considerably easier to do only that which is necessary 

to create the desired results when you don’t obfuscate the expected results with unnecessary and often com

plex requirements documents. 

It may be considered a bit extreme by some of you for us to say that Business Requirements is the second 

dumbest idea in the world behind Shareholder Value – but what cannot be disputed is the history of colossal 

project failures that many organizations continue to face by focusing on the symptoms rather than the root 

causes of the problems they face and need to solve – no one really understands why they are doing a project, 

yet they go headlong into requirements gathering anyway. Focusing on requirements gets you focusing on 

symptoms, not root cause  to get to root cause you need to ask the why question and then keep asking it 

until you are satisfied that you truly understand why a project is being done or a product is being created. 

As Steve Jobs famously said, if you ask people what their preferences are they’re likely to tell you they want 

a better version of what they already have. Jobs felt that the job of the innovator was to create something 

that people don’t realize they need until they have it, and then once they have it, they don’t know how they 

could live without the innovation. Focusing on the IT version of Business Requirements does exactly the op

posite. 
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Ask Why? And then ask Why again, and again… 

In 200910 Larry was hired by organization that wanted to procure and implement a Learning Management System 

(LMS). They told him that the project also had to be conducted as an Agile Project. This was interesting as the Pro

ject involved the procurement of a CommercialOffTheShelf (COTS) product and no one inside the organization 

had ever done an Agile Procurement – nor had Larry. 

For the first three months or so Larry and the team asked the business a lot of questions (including Why?) as illus

trated below: 

Larry’s Questions Client’s Responses 

Why do you need an LMS? Because we are becoming geographically dispersed and we 

can’t bring people into headquarters every time we need to 

deliver training so we do more of it online 

Does that mean your existing training content 

can be put online as is? 

No, we have to redesign it and redevelop it for delivery on

line 

So how will you do that? We probably need to get new tools 

Why do you think you need new tools? Because online delivery requires more dynamic content with 

video, exams, etc. 

Do you think your existing learning content de

velopers know how to develop for online? 

Probably not 

Do you have processes in place for how to de

velop content this way? 

Not yet so we will have to develop them 

Seeing as we are doing the project using an Ag

ile approach, do you think that may work for 

your content creation work as well? 

Yes it could so we’d like to know more 

Do you have content management practices or 

tools in place for managing the new content you 

will be creating? 

No, so I guess we will need to do that as well 

Through the process of questioning the team and the business uncovered the following about what they had origi

nally though was a single project: 

• There were four major business processes that had to be designed, developed and implemented 

• The LMS was one of only five different tools that were needed and was one of two in the business process 

area where it was to be used 

• The new business processes necessitated role reevaluation that identified skills gaps as well as missing roles 

Essentially they discovered that they had a portfolio of projects – three had to be done to satisfy the “procure and 

implement an LMS” statement, not just one project. An unexpected byproduct was the identification of two other 

project portfolios; one for Talent Management and another for Distributed Learning. A focus on business require

ments at this stage would have led to a very different approach. When Larry arrived he was shown a 246page RFP 

document that a sister organization had developed by focusing on business requirements over the intended results 

which are uncovered by starting with knowing why you are doing a project. The real answer is usually found after 

several weeks and sometimes months of asking the right questions. I this case it took Larry and the team about 3 

months to really understand the why of it. 

The eventual RFP that Larry’s team issued was only 8 pages long with a set of spreadsheets for the Vendors to com

plete. The other interesting note is that the eventuallyselected COTS product was procured for roughly 2.5% of the 

original budget allocation for an LMS (and, no, that is not a misprint), yet it satisfied all the organizations required 

current capability needs, as well as those that were planned to be used in the future when the business processes 

would be at a required level of maturity. 

That 97.5% difference in original purchase price also translated into a 97.5% difference in annual licensing costs. 
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The Value Context 

The concept of focusing on the Customer leads organizations to focus on creating Customer Value over Share

holder Value. Value creation can be a confusing topic because there are typically three ways in which organi

zations may define themselves in the context of Value. Organizations may be: 

• Valuebased in that they view Value subjectively. Such organizations and their employees share a set 

of core Values. This alignment unifies and motivates the people in the organization 

• Valuedriven in that they look upon Value objectively. Value is defined by the business, is measure

able, and provides the basis for creating goals and setting objectives 

• Valuecentric in that they perceive Value as a combination of the other two. They consider Value to 

be a balance between serving the needs of both the customer and the organization 

The focus on Customer Value is premised on the notion that if you take care of Customer Value then the stock 

price takes care of itself. 

We provide a focus on Customer Value by taking an Agile Value Delivery approach which we feel is a Value

Centric approach that balances the needs of the organization with those of its customers. 

Customer Value 

Starbucks is an interesting case study in the perception of Value. They lack the convenience and low price of 

the rest of the retail coffee industry. They also provide slower service. These are three categories that most 

of their industry competes on for Customers. Yet Starbucks customers are willing to pay more. Why? 

Figure 3: Starbucks versus rest of Retail Coffee Industry 

Starbucks customers perceive Value differently8. According to Gerardo Dada in “Buyer Psychology and Cus

tomer Value: Why Do People Buy Starbucks Coffee?” there are three main factors that contribute to their 

phenomenal success: 

1. Coffee Buying Experience. Howard Shultz (Starbucks Founder) spent a lot of effort not only in the bever
age itself but in the entire coffee buying experience. 

This is why Starbucks locations around the world consistently have a good atmosphere, indirect lighting, re
laxing music in the background, great aromas, and friendly ‘baristas‘. 

This is also why their coffee has unique names. At Starbucks you don’t order a simple black coffee, you order 
a Pike Place blend venti. Rites, names and processes are an important part of customer experience. 

2. Personal Reward. Psychologists believe a big part of Starbucks’ success comes from the desire to reward 

                                                
8http://www.business2community.com/customerexperience/buyerpsychologycustomerValuepeoplebuystarbuckscoffee

0995182 
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yourself. Before a long day of work, you deserve to treat yourself to a nice Grande Cappuccino. It’s a little 
daily splurge that most people can afford. 

Behavioral psychologist Dan Ariely has proven how our brain tricks us into enjoying things more if we believe 
they are better. This means that even if the coffee at Starbucks is not actually scientifically better than the 
average coffee, the combination of the brand, the experience and your belief that it is probably better makes 
your brain actually taste it as better coffee and enjoy it more than an average coffee. This is why blind tests 
are important, because your taste buds will go with your brain bias. 

In other words, perception is reality. 

3. Familiarity. When you are running to work, and you need your morning Joe, it is hard to think about mul
tiple coffee shops, evaluate them and decide on one. The default answer to ‘morning coffee’ is ‘Starbucks’. 
This is the power of branding and positioning. 

When you are in a different city, going to Starbucks is lower risk: you know the coffee is OK (at least, or at 
least you think that), you know what to expect, you know they probably also have pastries and other items 
you may be looking for. It is a decision with lower risk than going to an unknown place that may or may not 
have good coffee. 

So no, Starbucks does not have better coffee, but it will taste better for you if you believe it. Customer Value 

is perceptionbased; Sinek suggested it, Starbucks proves it. 

Understanding this concept applies as equally inside a business as it does in how the Business views its cus

tomers. Starbucks focuses on what their customers Value as well as on their own people. They are a Value

centric business. We may not personally like their coffee, but we very much like their focus on the Customer. 

Don’t focus only on Outputs 

Most project management books, when they distill the essence of project management, will show a diagram 

similar to the one below in Figure 4. Some project management practices may also refer to the Activity box 

as Tools and Techniques, but the premise is basically the same; Inputs are consumed through some form of 

Activity to produce Outputs which are the project’s deliverables. 

Definitions 

Inputs indicate the amount of resources and people applied; for example, the amount of funds or number of em

ployees, project scope and requirements, tools, etc. 

Activity is the type and quantity of work being applied to Inputs to turn them into Outputs. Activity is usually cap

tured in a Work Breakdowns Structure. 

Outputs capture the result of activity on the Inputs. These results are often called Project Deliverables. In most pro

ject management approaches, just as much attention is given to project management deliverables such as plans, 

schedules and reporting as there is to the actual project deliverables which is what the project is creating. 

Outcomes are the things that follow as a result or consequence of some action(s)9 and involve an intentional 

change being imposed on a system (people, processes, technology), with a resulting end state that can be meas

ured. Some Synonyms for Outcome include Aftermath, Consequence, or Results. Outcomes are defined up front. 

The word “benefit” is often substituted for Outcome; however, the term suggests a positive result, while “Out

come” is neutral and can represent a positive or negative effect. 

Benefits are the Key Indicator that an Outcome is being achieved. Unlike Outcomes, Benefits are directly measura

ble. 

These project management practices are geared towards helping you to identify what Outputs you need to 

create, the work you need to do, the type of people and resources you need, etc. Of course they also provide 

guidance for how you schedule, direct, monitor and control the work to create the Outputs. It’s a simple 

concept really. 

                                                
9 MerriamWebster Online Dictionary, 2005, http://mw.com/dictionary/Outcome 



 

15 
 

AGILE VALUE DELIVERY: BEYOND THE NUMBERS              RELEASE 2 

Figure 4: Typical Project View 

While this model is simple, it is focused on the wrong things. It does not answer a very important question – 

why is this project being done? Focusing on why establishes the desirable Outcomes that the project would 

create if it were successfully completed. 

Agile approaches are not immune from this phenomenon as they also start with the Outputs (i.e. deliverables, 

products, features, etc.) and then identify the activities and inputs needed to create them. The difference 

between traditional and Agile is in what the activities are and how they are accomplished. But it still does not 

answer the why questions. 

Interestingly, normal business operations and projects both focus on using inputs to activities to create out

puts. Ditto for business processes work. None focus on knowing why. 

As we discussed in the Preface, this is the problem that Nightingale solved 175 years ago – by answering the 

question, “Why am I doing this?” We can only achieve desired outcomes when we define them before we 

undertake a project, development of a new product, or develop a new business process. 

Knowing the answer to the why question helps us to recognize that the only reason we do projects is to effect 

some sort of change – whether it is at the organizational level, in its processes, in what it delivers to its clients, 

or in the behaviors of its clients or its own people. To do that we need to focus on the Outcomes that we 

would observe if we accomplished the change we are looking to achieve. 

Outcomes – The Source of Why 

To address the issues created by traditional project selection practices we add Outcomes to the model as 

shown in Figure 5: 

Figure 5: Project view with Outcomes 

Outcome Management is the set of activities for the planning, managing, and realizing of the desired Outcomes 

from Initiatives (i.e. projects). 

Outcomes Management enables organizations to define and use specific indicators to continually measure 

how well services or programs are leading to the desired results. Outcomes Management is used extensively 

in health care (it did start with Florence Nightingale after all) and the notforprofit sectors. For IT, it was 

articulated in the book “The Information Paradox” by John Thorpe of DMR in 1998 10 . It was also embedded 

into the “ValIT Framework” from the IT Governance Institute, with John Thorpe as the lead author11. 

Some of the questions we can ask ourselves and our Business colleagues to help us identify desirable out

comes include: 

• What is the current situation that we want to affect? 

• What will it look like when we achieve the desired solution or outcome? 

• What behaviours need to change for that outcome to be achieved? 

• Why are we doing this? 

• What business objective will this project help to meet? 

• Have we defined all of the benefits we are expecting? 

                                                
10http://www.thorpnet.com/theinformationparadox/ 
11http://www.isaca.org/KnowledgeCenter/Research/ResearchDeliverables/Pages/ValITFramework2.0.aspx 
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• Have we justified the time and expense of the project? 

• How will we measure the benefits? 

There are two important ideas to understand about Outcomes – their type and their timing which we look at 

next. 

Outcomes Types 

There are three basic types of Outcomes that can be achieved from any action we can take as shown in Figure 

6 below: 

• Good and Intended: Ones that we planned for and intended to happen 

• Good but Unintended: Ones that we did not plan for, but that have a positive effect on the organiza

tion or its Customers/Clients 

• Bad and Unintended: Ones that we did not plan for and that have a negative effect on the organiza

tion or its Customers/Clients 

 

Figure 6: Types of Outcomes from Projects 

The first two types of Outcomes are ones that are desirable – that is they have a positive effect. The last one 

is an undesirable Outcome type that we would wish to avoid. There are everyday examples in the nonproject 

world of Outcomes that are bad and unintended. For example, introducing a new species into a habitat to 

overcome one particular problem with another nonnative species can lead to the new species becoming 

equally invasive and also destroying native species’ which clearly was not an intended consequence and is 

not desirable. 

We try to maximize the first outcome type, hope we get some of the second type, and try to avoid the third 

outcome type entirely. 
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Outcomes Timing and the Outcomes Map 

Outcomes also have different timing. One of the concepts that was introduced by Thorpe in his 1998 book 

was the Results Chain (aka Outcomes Map) as shown below: 

 
Figure 7: Outcomes Map 

The Outcomes Map as illustrated above highlights that Outcomes may be delivered at different points in time 

as follows: 

• Immediate Outcomes (yellow): Immediate results that flow logically from the activities and Outputs. 

They represent the change brought about by the existence of Outputs created through the activities. 

That is they accrue and are observable immediately upon delivery of a particular Output from a Pro

ject. 

• Intermediate Outcomes (purple): Events or results that are expected to lead to the End (or Ultimate) 

Outcomes, but are not themselves an “End”. These may also include characteristics relating to the 

quality of the service provided to clients, such as accessibility, response time, and overall satisfaction. 

• End (or Ultimate) Outcomes (green): The consequences/results of what was done – the Ultimate 

Outcome is the highest level of change that can be achieved, it is the change of state that a project or 

set of projects in a programme or a portfolio had hoped to achieve. They are the highest level of Out

come that can be reasonably attributed to the project in a causal manner, and is the consequence of 

one or more intermediate Outcomes having been realized. These outcomes are the raison d'être for 

the project and are required in order to achieve the Strategic Outcomes of the organization 

An Outcomes Map is premised on helping us answer the why question which helps us to identify the Out

comes that we desire to achieve. The possible Outcomes Types (Good and Intended, Good and Unintended, 

or Bad and Unintended) that were described in the previous section can occur as any of the above timings 

(Immediate, Intermediate or Ultimate Outcomes). 

Assumptions and Risks are also important to know. Risk Management does not go away because we will be 

applying Agile approaches – but some of the Risk Management practices we will employ will be different than 

those used with traditional project Management. You will able to find Agile Risk Management Practices on 

our website. 



 

18 
 

AGILE VALUE DELIVERY: BEYOND THE NUMBERS              RELEASE 2 

A counterintuitive feature of an Outcomes Map is that you actually create it by starting on the right and 

working backwards to the left: 

• The Ultimate Outcomes are defined first and help us answer the why questions 

• We then start to identify the Intermediate Outcomes that would precede an Ultimate one and con

tinue working to the left until we can no longer identify any more 

• We then start to identify projects that we would need to undertake to achieve the identified Out

comes (whether Intermediate or Ultimate)  this is how we define a Portfolio or a Programme of re

lated Projects 

• Project identification is where we typically uncover the Immediate Outcomes 

Changing our Thinking so we can purpose-define our Projects - the prelude to our Portfolios 

This is the first step of changing how we think – instead of going left to right as we do in the traditional process 

model (Inputs>Activity>Outputs) we go from right to left – which helps us focus on answering the why question 

first and then working backwards to What and How. 

The fact that this helps us to identify the projects that we would need to undertake to achieve the identified Out

comes (whether Intermediate or Ultimate) so that we define the Portfolio or a Programme of related Projects is 

why we refer to Outcomes Management as a Prelude to a Portfolio. Without the Outcomes Maps we create as 

part of Outcomes Management we would not properly understand how to construct our Portfolios or Pro

grammes. 

This is also how we get to purposedefined projects. 

The next step is to recognize that this is not a single pass exercise of creating an Output (the Outcomes Map). 

It is carried out as an iterative and incremental process with involvement from multifunctional teams within 

the Business and IT. This is an Agile approach. In our experience this process typically can be done in time 

frames of one to four weeks where people are mostly dedicated to the effort – which also aligns quite nicely 

with how Agile does timeboxes. 

 

Leading Versus Lagging Indicators 

• Leading Indicator  An indicator that predicts future events and tend to change ahead of that event. Some

times used as a predictor. 

• Lagging Indicator  An indicator that follows an event. By the time you notice the change, there is no oppor

tunity to make a correction if the change is not what was expected 

• Time-Box – A previously agreed period of time during which a person or a team works steadily towards com

pletion of some goal. Rather than allow work to continue until the goal is reached, and evaluating the time 

taken, the timebox approach consists of stopping work when the time limit is reached and evaluating what 

was accomplished. Timeboxes can be used at varying time scales12. 

An Outcomes Map is one of the most important Products that a team will create on their way to understand

ing why so they can deliver Value that matters. As we create the Outcomes Map we also create the following 

artifacts: 

• An Outcomes Register that provides basic descriptive information about the Outcome such as a their 

Type, Timing, and their Owner (i.e. who is responsible for tracking and reporting) 

• A Projects Register that provides basic descriptive information about the projects that will need to be 

executed and their sequence along with links to the Outcomes they are intended to support 

• A Benefits Register that provides basic descriptive information about the Benefits that would be 

achieved such as their Type, Timing, and Owner as well how they will be measured and how often 

they will be measured. Benefits are the Key Indicators that enable the Business to determine that the 

desired Outcome are being achieved. Benefits therefore are a Leading Indicator for Outcomes 

                                                
12http://guide.Agilealliance.org/guide/timebox.html 
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For those who think this is a lot of work, what we have essentially described is a diagram and some spread

sheets that are developed iteratively and incrementally and then updated as the portfolio of projects move 

along towards completion. It fits very well with the ideas of simplicity, timeboxing, and focusing on Value 

that are fundamental principles for Agile thinking. 

The Outcomes Map with its associated artifacts is a reviewable and updatable Output through the execution 

of the portfolio during Agile Value Delivery. Agile Value Delivery adheres to the basic Agile tenet of being 

driven through empiricism – we let the facts we uncover during execution guide us. Same for our Outcomes 

Maps  as we understand more, we get to update those as well. 

NOTE: We will provide these and other tools at www.NextGenAgile.com. 

An Outcomes Map is not BUFP 

Creating an Outcomes Map is not the same thing as BigUpFrontPlanning (BUFP) in traditional project manage

ment. We are not getting into the details at this stage nor are we estimating individual projects – but we are estab

lishing the basis for an overall Portfolio, Programme, Project and Product Vision and we are tying it to defined and 

measurable business Benefits. This will enable the Business and the project Teams to make informed decisions such 

as prioritizing which projects should be done in which sequence or which Product Features are of higher priority 

which then enables more accurate and appropriate Release Planning (discussed in Chapter 7: Prioritization). 

The Outcomes Map and its artifacts also enable the Business and the Portfolio Teams that have to deliver 

quickly to: 

• Answer the Why questions 

• Know the relationship between Projects, Benefits, and Outcomes 

• Know the order in which Projects ought to be done 

• Know the consequences of not doing a particular Project or of deferring it until later by seeing which 

Outcomes would be delayed or foregone 

• Gain insight into the relative size of what is being considered 
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Outcomes Map 

Below is the Outcomes Map that Larry and the team created as part of the LMS Project introduced earlier. 

The Projects are in the squares, the Immediate Outcomes on Yellow circles, the Intermediate Outcomes in Purple 

circles, and the Ultimate Outcome in a Green circle. Each Outcome was recorded in the Outcomes Register as was 

Initiatives in an Initiatives Register. The expected Benefits were recorded in a Benefits Register. 

Figure 8: Sample Outcomes Map 
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Outcomes Logic Model 

Outcomes Management is also premised on a logic model as illustrated below: 

 

Figure 9: Outcomes Management Logic Model 

Reading from the bottom of the model: 

• It is only when Outputs are usable by the business that they can begin to assess whether their ex

pected outcomes are being realized 

• Outcomes are recognized as being realized when measurable benefits are present. Benefits are the 

Key Indicator that an Outcome is being achieved 

• Strategic Goals are achieved when outcomes are achieved 

• This is when Value can be perceived 

As Sinek noted, Value is a perception. Specifically it is based on our perception of the Good Outcomes and 

the Bad and Unintended Outcomes that result from our actions. The plan we develop is for the Good to 

outweigh the Bad. 

Outcomes are where we start to answer the why question; Why do we want to change our current state? 

What are the potential results of that change? This is where we identify the desirable Outcomes. For example, 

if we implemented Learning and Development practices in an organization some of the desired Outcomes we 

would be hoping to achieve might be: 

• Leaders make informed Talent Management Decisions 

• Blended Learning is Facilitated and InstructorLed Training is Optimized 

Benefits, as mentioned above, are Key Indicators that a desired Outcome is present. For the second of the 

above two Outcomes a Benefit that we could measure might be: 

• Time to Employee Competency is Reduced 

Outputs are identified and Projects are defined with Activities to be undertaken to create the Outputs that 

would enable the Benefits to be realized. 

Outcomes with measurable and realizable Benefits as Leading Indicators are the first stage of helping us an

swer why we should do something and what we should expect to get if we do it – i.e. how will we know we 

were successful? 

The degree to which we are successful in achieving the expected Benefits and the associated Outcomes is the 

Value that we are perceived to have delivered. If too many Bad and Unintended Outcomes result, then the 
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perceived Value is diminished – but it is not entirely wiped out. 

We also do not need to achieve all planned Good Outcomes for Value to still be perceived as being delivered 

from a Portfolio of Projects. We will explore that idea in the last section. 

Another way of looking at the logic model in Figure 9 is shown in Figure 8 below to further illustrate the 

relationships between the concepts as shown in Figure 10: 

• Outcomes determine the Value that is created (1) 

• Projects are then defined to achieve specific Outcomes (2) 

• Projects deliver Outputs (3) 

• Outputs result in Benefits (4) 

• Benefits are the Indicators that tell us a particular Outcome is realized (5) 

This of course is completely counterintuitive to the model that most Project Management practices use that 

was shown in Figure 4 as they only deal in Projects and Outputs and never really address the actual definition 

of Value nor do they establish why the project should be done  i.e. the Projects are not purposedefined. 

Figure 10: From Value to Projects - and back 

Another facet to consider is that while you determine the Value you want to achieve by defining the Outcomes 

you expect to see, you can’t get there in a straight line; you need to use the Outcomes Map we discussed 

earlier to define your projects in order to get to Benefits which are the indicators that the expected Outcomes 

are being realized. 

Realize Benefits 

So what exactly are benefits? 

In John Thorpe’s The Information Paradox book and in his work on ValIT he said that: 

The benefits mindset <> is based on the following premises: 

Benefits do not just happen. They don’t just automatically appear when a new technology is delivered. A 
benefits stream flows and evolves over time as people learn to use it. 

Benefits rarely happen according to plan. A forecast of benefits to support the business case for an invest
ment is just an early estimate. It is unlikely to turn out as expected, much like corporate earnings forecasts. 
You have to keep checking, just as you would with a financial investment that fluctuates in Value on the se
curities market. 
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Benefits realization is a continuous process of envisioning results, implementing, checking intermediate re
sults and dynamically adjusting the path leading from investments to business results. Benefits realization is 
a process that can and must be managed, just like any other business process. 

While this is all true, perhaps a missing component in this view is that the realization of benefits is simply the 

main set of indicators that the desired Outcomes are present. Outcomes are typically not something you can 

measure by themselves – it’s only when we see the benefits that we can say an Outcome has been achieved. 

So in this way and as we have said above, Benefits are a Key Indicator of Outcomes. This is supported by our 

Logic Model that we introduced in Figure 9 above. 

Benefit Types 

There are four different kinds of categorizations of benefits, one of them is tangible and intangible, and an

other is efficiency and effectiveness (Bennington & Baccarini 2004) 13 : 

Tangible benefits are those that can be measured by an objective, quantitative and often financial measure. 

Agile Value Delivery_ 
Beyond the Numbers - R

Such benefits that are quantitative and financial are often termed ‘hard’. Example of such 
benefit would be the cost savings caused by discounting the licenses to certain software packages. There are 
also benefits that are easy to measure but hard to directly associate to any financial benefit, for example the 
number of staff that have been participating in a training course (Ward & Daniel, 2006). 

Intangible benefits are those that can only be judged subjectively and tend to employ qualitative measures. 
These are often called ‘soft’ benefits and examples of such benefits would be an improved ability to make 
decisions or improved satisfaction. Some organizations work hard to develop suitable measures and some 
organizations have realized that they cannot derive financial Value from them. Instead of, they are recorded 
in the business case for new investments, where they are viewed as important as more tangible benefits 
(Ward & Daniel, 2006). 

Efficiency benefits are those benefits that seek to reduce costs of performing a particular process by utilizing 
IT. For example this includes saving money by reducing the work force, speeding up transactions or shorten
ing product cycles. These kinds of benefits do not change the nature of the objectives that the process or 
tasks were devised to fulfil (Bennington & Baccarini, 2004). 

Effectiveness benefits are ways of doing different things that better achieve the required results, for exam
ple providing strategic competitive advantage or developing new products or services that are designed to 
increase profit (Bennington & Baccarini, 2004). 

Each of these benefit types can be classified as a ‘Good Outcome’ as described above. They also need to be 

properly defined ahead of time. 

Benefits Statements 

Some examples of qualifiers that are often used in Benefits statements include: 

• Increase 

• Enhance 

• Strengthen 

• Improve 

• Reduce 

• Lower 

• Eliminate 

• Maximize 

• Minimize 

• Avoid 

                                                
13https://gupea.ub.gu.se/bitstream/2077/10452/1/gupea_2077_10452_1.pdf 
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According to Bannister, if benefits are what we receive, then Value is what we perceive. He felt that Benefits 

should be thought of as the operationalization of the Value construct. This fits in nicely with what we have 

described so far. 

Here is an example: 

• Output: 

▪ Integrated Sales, Inventory, and Delivery Management System 

• Benefits: 

▪ Reduced costs for system support 

▪ Reduced time between sale and customer delivery 

▪ Improved inventory management 

▪ Accurate sales orders 

• Outcomes: 

▪ Increased efficiency in order processing 

▪ Orders are accurately and efficiently delivered 

• Perceived customer/client Value: 

▪ I get what I ordered when I expect to get it 

But if not all of the previously identified benefits and Outcomes are achieved, there was still Value delivered 

though it would be less that what was expected. 

In the next Chapter we look at Best Practices, the False Premise, and the History of Agile Thinking. 
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Section 2: Models Shape our Thinking 

This section contains the following Chapters: 

• Chapter 4: Reshaping out Thinking 

▪ Explores the relationship and between the models we use and their effects on our thinking using 

the Common Agile Model and the ICD Model described in this book 

▪ Shows how the ICD Model was constructed 

• Chapter 5: The ICD Model 

▪ Describes the fully constructed ICD Model 

▪ Describes Agile Value Delivery based on the ICD Model 

• Chapter 6: Governance  The Business Decision Protocol 

▪ Explains the role of Governance in the context of the ICD Model 

▪ Describes Business Decision Points and their importance 

▪ Describes the key teams and their roles within the ICD Model 

• Chapter 7: Emergence 

▪ Discusses the concept of emergence as it applies to both the problem space and solutions space, 

it’s origins in Principle 11 of the Agile Manifesto, and how different Manifesto coauthors have 

different perspectives on what it means 
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Chapter 4: Reshaping our Thinking 

Most of the existing models for Agile follow the same lefttoright and/or toptobottom modeling method 

that we saw in the Waterfall model earlier. This approach places the customer (via the Product Owner – see 

Figure 13) in the far left and the Outputs of the project (as delivered in the form of finished work) on the far 

right. This form of modeling disconnects the customer from the results they are seeking as was illustrated in 

our discussion in “Outcomes  the Source of Why” in Chpater 2. 

As we discussed, Outputs are not Outcomes or results. They are also certainly not Value. This is more than 

just a visual separation – it creates a true disconnect between Customer Value and the team that is doing the 

work. 

Figure 13: Common Agile Approach 

While there are obvious benefits to using iterative Agile approaches, this disconnect between the Customer 

and the teams creates very real obstacles whether you are using Agile or traditional approaches: 

• The terms “Value” and “Business Value” are often used by both groups, but the term is rarely fully de

scribed or properly understood by either traditional management thinkers or Agile thinkers 

• Few Agile teams know about Outcomes or Benefits Management practices. As a result they tend to 

focus on product Features over business capabilities and the desired results. They see the delivery of 

Features as the way in which Value is both defined and observed 

• Portfolio and Programme management practices are rarely if ever discussed or used in the context of 

Agile projects, and Agile thinking is rarely understood or applied by Portfolio and Programme manage

ment groups 

• There are constant tensions between Agile development groups who wish to deploy to production 

faster and Service Management groups who want to restrict the number of changes introduced into 

business operations (this is described as the “wall of confusion” in DevOps) 

• While Agile thinking and practices change the nature of how risk management is done on projects, it 

does not entirely obviate its need as some in the Agile community would have you believe or those in 

the traditional community who say that Agile does not include any risk management practices 

Next generation Agile must address and overcome these obstacles and we believe that the model we present 

in this book provides a way to incorporate aspects of the various frameworks in a practical way to achieve the 

vision of next generation Agile. While the model incorporates some of the existing practices directly, it also 

provides insights into the aspects of our existing practices that need to be abandoned entirely, or that need 

to adapt to the new realities of managing at the pace of change. 

If we want to reset our thinking, as Einstein suggested, then we need to reset our mental models. To do that 

we need to create a new model. We start to reshape our thinking in this Chapter by introducing a new model 

that we call Innovate. Create. Deliver. (The ICD Model©).  

The ICD Mode© is comprised of four quadrants as shown below in Figure 14. In this Chapter we will build out 

the model in layers. In Chapter 5 will describe the developed model. Chapter’s 710  in Section 3 will describe 
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the four quadrants individually as well as show how it covers Value, Portfolio, Programme, Project, and Prod

uct Management  practices. 

The Common Agile Approach within The ICD Model© 

Agile models typically discuss a small slice of the Software Development Life Cycle (SDLC) as shown in Figure 

13 above: 

• Backlog(s) 

• Development work 

• Finished work in the form of Product features in a Release 

The Common Agile Approach from Figure 13  is imbedded in Figure 14 below which is where we start to 

construct the ICD Mode©.  

 Figure 14: Common Agile Approach shown within ICD 

Beginning in the lower left quadrant we see: 

• Product Backlog  All Stories and Themes must be added to the Product Backlog first and then priori

tized. Identifying the major Themes in the Product Backlog allows the Product Owner and the Team to 

determine the best way to deliver them through a series of Releases. The Product Owner owns all of 

the Backlogs. 

• Release Backlog  Only Stories are permitted into a Release Backlog. Epics should not be knowingly 

carried forward from the Product Backlog into the Release Backlog. The Release Backlog is delivered 

via a series of Increments (or Sprints) with typically no more than 24 Sprints per Release.  

• Increment (or Sprint) Backlog  the Increment or Sprint Backlog is the smallest backlog and is what the 

Team uses to incrementally deliver the actual Product. 

Moving into the upper left quadrant we see that the work is done by development teams during an incre

ment: 
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• Stories move through the Plan/Create/Test cycle to become Features that create Potentially Shippable 

Product after each Increment. 

• Features flow through Build/Test processes to be integrated into a Release Package Candidate that 

may be released into Production. 

Ending with the upper right quadrant, where most Agile models end, we see: 

• Features are released into a common repository before final their final move into Production. 

While most Agile models start and end here, for the ICD Mode© this is a single layer  which as we will see in 

the remainder of this Chapter is not actually where we need to start. In fact it is near the end of Agile Value 

Delivery cycle as part of a larger flow of work that will involve many different teams in many different parts 

of an organization as well as at many different levels within it. 

The Origins off Backlogs 

The next layer of the ICD Model© expands our flow of work into the upper right and lower right quadrants 

and connects back to the Product Backlog in the lower left quadrant. This provides us with some insight into 

where the Product Backlogs actually originate as well as reconnecting the Customer to the Teams that deliver 

Value to them. This connection is missing in the Common Agile Approach. 

Figure 15: Completing the Flow of Work within the Value Delivery Cycle 

Figure 15 illustrates a  more holistic flow of work through the Agile Value Delivery Cycle connecting: 

• What is produced by the teams (upper left)  with where it is being used (Business Operations in the 

upper right) 

• Where it is being used with how it relates back to validating the original Business Vision for the Prod

uct (lower right) 
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• Validation of the Business Vision for the Product with validating, clarifying, updating or creating Prod

uct Roadmaps (lower right) 

• Validated, clarified, updated or created Product Roadmaps with defining User Stories and Themes 

(lower right) 

• User Stories and Themes with how Product Backlogs are created (lower right to lower left) 

The Value that was previously delivered into Business Operations can also now be assessed against what was 

expected. This realized Value moves us into the lower right quadrant where: 

• Value informs the Business Vision 

• Business Vision shapes Product Roadmaps 

• Stories & Themes are derived from these Product Roadmaps 

• Stories & Themes are then used to build Product Backlogs 

Although this depiction of Value creation with an Agile Value Delivery Cycle  is more complete than standard 

Agile models  it still only contains a limited part of the story. 

Roles Define Who 

Figure 16: Roles added to the Model 

By adding roles as shown in Figure 16  we gain a deeper understanding of the work involved in Agile Value 

Delivery. 

Starting in the lower right quadrant: 

• Value is defined through close cooperation and communication between the Customer and the Busi

ness 

• The Business develops the Vision and Roadmap based on a shared understanding of Value developed 

with the Customer 
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Moving to the lower left quadrant: 

• The Portfolio Leadership Team comanages the Roadmap according to priorities communicated by the 

Business 

• The Portfolio Leadership Team manages and prioritizes all  Backlogs based on an understanding of 

Business Value 

Continuing around the circle to the upper left quadrant: 

• The crossfunctional Portfolio Delivery Team cocreates Features based on prioritized Stories 

Moving into the upper right quadrant we see that: 

• The Portfolio Delivery Team partners with Ops to release Features into the Repository which can then 

be deployed into Business Operations’ systems 

• Ops teams operate and monitor Business Operations to allow the organization to deliver Value to the 

customer 

It is important to understand that having teams outside of the base development teams are required as they 

both support and enable the development teams. This is especially true in large organizations where portfo

lios can span time, geographies, cultures, and business lines.  

Feedback Loops Support Communications 

Figure 17: Feedback Loops 

Agile values short feedback loops and tight communications across  and within teams. The ICD Model expands 

on these concepts in Figure 17  by making explicit the longer feedback loops that originate in Business Oper

ations and inform decisionmaking in other parts of the cycle. 

Looking at the upper right quadrant, we see two key feedback loops originating from Business Operations: 
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• Defects 

• Performance 

These feedback loops inform different parts of the Agile Value Delivery life cycle: 

• Defects are fed to the Iteration backlog 

• If they are critical defects, they may be addressed within the current iteration 

• If they are determined to be less critical, one of two decisions can be made: 

▪ Defect is ignored 
▪ Defect is moved back up the line to the Release Backlog to be addressed in a future iteration 

within that Release 

• Performance metrics are supplied to the Product Backlog to be prioritized against other Themes and 

Stories. 

Communications is an important concept in the ICD Model and can occur within and across teams (which is 

encouraged) as well as across all layers within an organization spanning all roles and titles. 

Model Quadrants 

Figure 18: Model Quadrants 

Next we  label  the  ICD Model’s quadrants as shown  in Figure 18. We see  that activities within each of the 

quadrants has a primary area of focus as follows: 

• Innovate 

• Prioritize 

• Cocreate 

• Operate 

Each quadrant’s name is an action word that is meant  to convey both  the primary focus of the work  that 
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occurs with the quadrant as well as to illustrate the active nature of the model  it is not something that is 

meant to be printed on glossy paper and stuck on a wall  for its artistic value (ok, so we think it looks nice!) 

but rather to be used and referred to on almost daily basis to keep everyone at the same level of understand

ing of where things are at currently. 

Planning 

Figure 19: Planning 

We added Planning as the last component of the model as shown in Figure 19. In most models, planning, if it 

is mentioned at  all,  is  typically  represented  as a single onetime activity or would be  shown as  occurring 

separately in each area of a model or only in certain areas of a model.  

Within our model we see planning as a continuous activity which fits well with agile thinking and Agile prac

tices where planning is pretty much a daily activity that cuts across all roles, groups, and layers.  

Within the ICD Model, planning  is no longer seen as the occasional purview of the few, but rather as the daily 

responsibility of everyone who participates in Agile Value Delivery.  

Therefore, planning takes place throughout the Agile Value Delivery Lifecycle. It also occurs within and across 

quadrants. Planning also  relies on  cadences  that are both supportive of the  things being planned and the 

people doing the planning of work. 
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Section 4: Reshaping our Organizations 

Once we start to reshape our thinking  by adapting to a newf model   then it leads to the need to reshape our 

organizations to reflect it.  

This section contains the following Chapters: 

• Chapter 11: Next Generation Agile 

▪ Suggests that the point at which agile thinking has permeated an organization is the point at 

which  we can stop using the term ‘Agile’ and the we will achived “next generatiion agile” 

• Chapter 13: Human Resources 

▪ Looks at the effects of the new model and subsequent changes in our thinking on our HR organi

zation 

• Chapter 14: Finance  

▪ Looks at the effects of the new model and subsequent changes in our thinking on our Finance or

ganization 

• Chapter 15: Epilogue 

▪ Wrapup and summary 

• Case Study: Leader as Facilitator 

▪ A realworld case study that explores the idea of Leader as Facilitator 
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Chapter 12: Next Generation Agile 

The book thus far has described a model that can be used for Agile Value Delivery that blends Agile practices 

with portfolio, programme, and project management practices. We started with discussing the Value Delivery 

Context before discussing the idea that models shape our thinking. 

One of the hidden benefits of the model is that we believe, at some point in your propagation of the blended 

practices within it, that prople will have stopped referring to Agile as something that is separate from how 

the rest of the organization works. 

Once that happens, people will stop calling it Agile and simply see it as how they normally work. 

This is the state we refer to as “Next Generation Agile” and the point at which we can stop using the term 

entirely. 

Until that time occurs however, a lot of change must occur not just within individual organizations but also in 

what we teach in universities and business schools. 

Stephen Denning says we need a fundamentally different way of leading and managing which he sees as 

meaning: 

• A shift from controlling individuals to selforganizing teams 

• A shift from coordinating work by hierarchical bureaucracy to dynamic linking 

• A shift from a preoccupation with economic Value to embracing Values that will grow the firm 

• A shift from topdown communications to horizontal conversations 

Below we illustrate the transition to this new way of thinking by showing how we describe the relationship 

between an Agile mindset, the Agile Manifesto, the 12 Agile principles, and Agile practices. 

 
Figure 31: Agile Manifesto and Principles 

As shown in Figure 31, Agile is a mindset, defined by Values, guided by principles, that are manifested through 

practices. 
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Agile is not itself a methodology or a set of processes. 

Currently, the primary focus for many in the IT industry in particular is on the methods (e.g. Scrum) rather 

than on Values side of it that help to inculcate the right mindset. But if Agile is a mindset, then clearly it is 

about people – not process, methods, or practices. It is when it becomes how we think that we can stop 

referring it as a named something. 

This will also be when we can stop talking about trying to scale Agile. To get there we need to start recognized 

what that means in practical terms for people who are members of Agile teams.  

Agile teams don’t work like other teams; they are expected to: 

• Be selfdirecting and selfmanaging 

• Hold retrospectives to continuously get better at what they do 

• Help each other, and those in other teams 

• Be committed to the same goals and ensure that they deliver zerodefect work 

• Identify impediments or bottlenecks and get them removed so the team can keep moving forward. 

Yet, they are expected to do all of that while the rest of organization around them does not change. For 

example, the rewards systems and job descriptions can still be the ones that existed before they started trying 

to be Agile. 

Realistic? Not really. 

Denning in Making the Entire Organization Agile58 noted: 

[T]o delight its customers, the firm must embrace a new ecosystem, built on Agile principles and applying 
radical management across every aspect of an organization. 

In a  recent aricle by Denning  called “How To Make The Whole Organization Agile” discusses the folly of 

current attempts of intruducing frameworks and methods of ttrying to “scale Agile” as being “counterpro

ductive59. They aim to resolve the tension between Agile and management under the guise of “aligning” 

teams with corporate goals. In effect, they seek to shoehorn the customerfocused practices of Agile into top

down shareholderfocused goals and structures of the organization.” 

We would agree that the focus on the customer is crucial and indeed formulates one of the basic principle 

we espoused in Chapter 2. He then discusses the new creative enconomy that is replacing traditional man

agement. To make that transition to that new economy requires a wholesale transition to Agile that includes 

five major shifts: 

Instead of a goal of making money for the organization, the goal of the organization is to delight the cus
tomer. 

Instead of those doing the work reporting as individuals to bosses, the work is done in selforganizing team: 
the role of management is not to check whether those doing the work have done what they were meant to 
do, but rather to enable those doing the work to contribute all that they can and remove any impediment 
that might be getting in the way. 

Instead of work being coordinated by bureaucracy with rules, plans and reports, work is coordinated by Agile 
methods with iterative work cycles and direct feedback from customers or their proxy. 

Instead of a preoccupation with efficiency and predictability, the predominant values are transparency and 
continuous improvement. 

Instead of oneway topdown commands, communications tend to be in horizontal conversations. 

Denning goes on to discuss the role of new set of leadership tools should be used: 

• Vision or stories for the future 

• Storytelling (described in his book “The Leader’s Guide to Storytelling”60) 

                                                
58http://www.forbes.com/sites/stevedenning/2012/06/06/makingtheentireorganizationagile/ 
59 http://www.forbes.com/sites/stevedenning/2015/07/22/how-to-make-the-whole-organization-ag-
ile/?utm_source=dlvr.it&utm_medium=twitter 
60 http://www.stevedenning.com/Books/leaders-guide-to-storytelling.aspx 
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• Persuasion  

• Conversations 

• Role Modeling 

He says these tools should be cemented: 

in place with management tools, such as role definitions, measurement and control systems, and use the 
pure power tools of coercion and punishments as a last resort, when all else fails. 

Coupled with changes in leadership thinking and the tools they use, we belive there are two specific groups 

within organizations that top the list of places that need to change how they do what they do in order to start 

creating this new ecosystem and move us towards next generation Agile –  Human Resources and Finance.  

In our view, if you don’t change these two areas of your organization first, real organizational agility will re

main elusive as will be the ecosystem to which Denning refers. 

We start by looking at Human Resources first. 
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Chapter 13: Human Resources 

While it’s true that Agile is making some inroads beyond software development, it is often in groups with 

whom IT is doing Agile projects as opposed to it being planned as part of creating a new Agile ecosystem. 

The Human Resources groups in most organizations primarily concern themselves with the onboarding and 

offboarding of employees (i.e. hiring and firing). Few focus on the entire lifecycle of an employee.  

Introducing Agile and agile thinking creates enormous challenges for traditional HR groups which we wil ex

plore first. 

Agile Challenges our Belief and Value Systems 

To become a truly Agile organization, we need to challenge our beliefs and Value systems in a number of 

ways. Below we show the traditional view, how this view challenges Agile adoption, and the changes that are 

needed: 

Traditional Agile Challenge Change Needed 

Job descriptions and titles are 

designed around hierarchical 

and command and control men

tal models 

Focus needs to be more on disciplines 

and roles and selfmanagement and 

selfdirection 

As we can’t control change, we 

need to learn how to manage at the 

pace of change 

Steadfast job descriptions and job 

titles are impediments to that view 

Traditional organizations tend to 

prescribe what we do and how 

we do it 

Need to be open to adapting aspects 

of multiple methods over blindly 

adopting individual methods (emer

gent discovery) 

Give more control to teams to de

termine how they want to work to 

achieve agreed goals 

Means creating the container and 

letting teams worry about the con

tent and what they do inside the 

container 

Hire people based on their con

tent expertise 

Need to be open to constant learning 

so hiring people who have “learned 

how to learn” is becoming more im

portant 

Shift to valuing innovative thinking 

over just content expertise 

To better understand why we need to start that set of changes we need to take a look at the origins of seing 

people as  resources, assets, or capital. 

The Orgins of  “Human Resource” Management 

Treating  humans as resources or assets dates back to slavery in the southren USA. HarvardNewcomen Fellow 

Caitlin C. Rosenthal studied the meticulous records kept by southern plantation owners for measuring the 

productivity of their slaves, some of which were forerunners of modern management techniques61. 

The description for Figure 32 below: 

Account entry for “27 Negros bought this day at public sale” by Charleston, S. C., rice planter and slave 
owner Sampson Neyle, February 14, 1764. Volume 3. Peace Dale Mfg. Co. Records, Baker Library Historical 
Collections, Harvard Business School 

                                                
61 http://hbswk.hbs.edu/item/7182.html 
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Figure 32: Slave Purchase 

Her findings were astonishing. They are also  discussed in her book “From Slavery to Scientific Management: 
Capitalism and Control in America, 17541911”.  

From the Harvard Business Week  article cited above: 

Several of the slave owners' practices, such as incentivizing workers (in this case, to get them to pick more 
cotton) and depreciating their worth through the years, are widely used in business management today. 
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The evolution of modern management is usually associated with good oldfashioned intelligence and ingenu
ity—"a glorious parade of inventions that goes from textile looms to the computer," Rosenthal says. But in 
reality, it's much messier than that. Capitalism is not just about the free market; it was also built on the 
backs of slaves who were literally the opposite of free. 

"It's a much bigger, more powerful question to ask, If today we are using management techniques that were 
also used on slave plantations," she says, "how much more careful do we need to be? How much more do 
we need to think about our responsibility to people?" 

Comparing the number of cotton bales that different types of workers produced to similar workers on other 
farms, planters calculated the worth of each slave. A healthy 30yearold male, for instance, would be con
sidered one worker, known as a hand, whereas a child may be recorded as half a hand, and an older slave 
might be threequarters of a hand. Figuring out the total number of "hands" on a farm allowed owners and 
overseers to compare their results. 

The widespread adoption of these accounting techniques is partly due to a Mississippi planter and account
ant named Thomas Affleck, who developed account books for plantation owners that allowed them to make 
sophisticated calculations and measure productivity in a standardized way. 

The concept of depreciation is also credited to the railroad era, when railroad owners allocated the cost of 
their trains over time, but Rosenthal notes that slave owners were doing this before then.  

The concept of depreciation is also credited to the railroad era, when railroad owners allocated the cost of 
their trains over time, but Rosenthal notes that slave owners were doing this before then. Starting in the late 
1840s, Thomas Affleck's account books instructed planters to record depreciation or appreciation of slaves 
on their annual balance sheet. In 1861, for example, another Mississippi planter priced his 48yearold fore
man, Hercules, at $500; recorded the worth of Middleton, a 26yearold topproducing field hand, at $1,500; 
and gave 9monthold George Washington a value of $150. At the end of the year, he repeated this process, 
adjusting for changes in health and market prices, and the difference in price was recorded on the final bal
ance sheet. 

These account books played a role in reducing slaves to "human capital," Rosenthal says, allowing owners 
who were removed from daytoday operations to see their slaves as assets, as interchangeable units of pro
duction in a ledger, instead of as people. 

Rosenthal is aware that what started out as a straightforward history of business practices could become 
highly controversial, with some misconstruing her research as a kind of justification of slavery. Instead, she 
wants her research to inform managers and companies to become more aware of the complicated legacy of 
today's business practices and the origins of some their daytoday management practices. 

Maybe it’s time we stopped referring to people as human capital, human resoures,  or as assets? When we 

go home at the end of the day to our familes, would we ever refer to our own children in this way? Why not? 

If it’s good enough for the people we work with then why not for our 6year old at home? That may be a 

harsh way of phrasing it, but you get the point. 

Maybe its also time we renamed that part of our organization as well. 

HR’s role in enabling the Agile Ecosystem 

In most organizations HR is seen mostly as an extension of the legal department – their role is as much to 

ensure that a firing can happen without legal challenge as it is about hiring the right people. 

In the public sector (and some larger corporations) this has translated into a focus on being able to survive 

an audit of their hiring and firing practices rather than on hiring people who will both fit into and be a part of 

creating a new organizational culture that fosters an Agile ecosystem. 

Here are some changes that HR groups can make to enable the Agile ecosystem in their organizations: 

• Refocus hiring on helping to attract and retain the right people – and away from being an extension 

of the legal department 

• Stop focusing on job descriptions – instead focus on the disciplines and their competencies that a 

modern workforce must possess and on people who have learned how to learn. It isn’t just about 

what they know today that matters, but how well they can embrace and adapt to inevitable change 

• Treat people as people – not resources or assets. Resources are facilities and equipment and money – 
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i.e. things we use. We don’t use people. That also means dropping the term Human Resources as 

well. 

• Recognize the changing demographics of the workforce – the new workforce doesn’t have the same 

motivators. This new generation of workers tend to hate hierarchies and will often seek out less hier

archical organizations – sometimes for less money or for less perceived upward mobility. Traditional 

hierarchies are the complete antithesis of what motivates them. 

• Focus hiring on leading indicators rather than on lagging indicators. Content expertise is a lagging 

indicator – it’s what you know today based on what you did yesterday. Look for those who have 

“learned how to learn” – which is a leading indicator as it tells you they can adapt at the pace of 

change 

• Recognize the shift that Values collective intelligence over individual intelligence – as Collins noted 

“the smartest organizations are now the ones that know how to aggregate and leverage their collec

tive intelligence by designing organizations not as topdown hierarchies but as powerful collaborative 

networks”62 

• Change the performance and compensation systems – As the shift to valuing collective intelligence 

over individual intelligence and the manifesting of collaborative networks takes shape, performance 

and compensation systems will also need to be replaced by ones that support the new motivators and 

drivers of the modern workforce – and surprise, it isn’t just monetary. People want a sense of belong

ing, of being Valued, of feeling like they are making a difference. A recent survey found that “83% of 

employees said recognition for contributions is more fulfilling than any rewards and gifts” and “71% 

said the most meaningful recognition they have received had no dollar Value.63 ” 

Organizational agility cannot be achieved simply by giving individual teams the ability to be selfdirected and 

selfmanaged. It requires changes throughout the organization. 

In a recent blog post Collins suggested: 

…if CEOs are serious about improving their companies’ capacity for innovation and collaboration, they need 
to transform their organizations from topdown hierarchies to peerto peernetworks64 

This means that traditional management practices have to be rooted out and replaced with ones that recog

nize these new realities. It is no longer good enough to do what we have always done. 

Preparing and Enabling People 

HR also has a huge role to play in preparing and enabling people both for the new skills that will be required 

and for the new behavious that are expected. Many HR organizations already have Learning and Development 

(L&D) groups in place who can take a lead role in this effort. 

For an organization to be agile it needs to combine adaptability with the ability to execute at speed. There 

are two competing forces at play in achieving true organizational agility: 

� People must have the right combination of skill and behaviours that are both taught and supported 

through continual coaching and mentoring by the organizations leaders at all levels 

� For people to learn new behaviours we cannot underestimate the amount of unlearning of old ones 

that may be needed. Oftentimes, prior experience can be the greatest of encumbrances to changing 

the culture within an organization.  

The L&D group needs to both recognize and address both forces. The new behaviours can easily be overcome 

by the old ones unless the required support through coaching and mentoring is provided following the teach

ing of the new skills and behvaiours. Facilitative leadership will be crucial to making the transition.  

                                                
62http://www.optimityadvisors.com/WikiManagement/ 
63http://badgeville.com/announcements/studyonemployeeengagementfinds70ofworkersdon%E2%80%99tneedmonetary

rewardstofeel 
64http://blog.optimityadvisors.com/?p=616 
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Interestingly, there are numerous existing courses that were developed to overcome the issues with the tra
ditional command and control hierarchies; though most  were developed more from the perspective of find
ing ways to get people to comply with the wishes of the leaders than from the perspective required to create 
a truly agile ecosystem. They were marketed as softs skills courses in areas such as: 

• Negotiation 

• Conflict resolution 

• Communications skills 

• Teambuilding 

• Leadership 

• Facilitation 

• Collaboration 

• Dealing with difficult people 

• etc. 

These and many other skills are required to create an agile ecosystem and the L&D organizations should be 
wellpositioned to take that on. However, they will need to be far more active in not just the teaching aspect 
but also in taking a direct role in the coaching and mentoring side of it as well  at all levels of the organization. 
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