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• Tech was driving development

• Cool solution, seeking application

• “Feature mania”

• Waterfall methods, cookbooks

• Big Design Up Front plans as if all is known

• - “We know what our customers want and need”

• Big releases

What was it like before?





Lean and agile to help

Behavior

Attitudes

Values



Metrics



• T-shaped

•𝜋-shaped
• Comb-shaped

• ”Tall bodied” or 
”Deep rooted”?



Deliver customer value

Work with double focus

Develop and improve our working skills





Tech person



Complicated vs Complex

Complicated problems
Hard to solve
Addressable with rules and recipes
Can be resolved with systems and processes

Complex problems
Too many unknowns and interrelated factors 
to reduce to rules and processes
No algorithm that will tell you how to 
respond



Source: World of Agile, 2016 (Link to source)

Complicated

• Result is predictable

• Less customer feedback needed on 
the way

• Plans can be longer

• Separation of tasks, processes, good
practice

Complex

• Result unpredictable

• More customer feedback needed on 
the way

• Plans needs to be shorter

• Cooperation and adaption



What is the problem then?

• Different personalities needs different stimulus to be motivated

• We create teams where some members do not feel at home

• Some team members ”disappear”

• Some team members are forced into tasks they consider waste
for them

• Tech quality in our product might go down 

• Skilled techs might leave the company

• This is an issue for the whole team. We sometimes set 
some of the ”softer” Lean and agile principles aside. 



We are different



• Do not ”put everyone in the same 
house”

• Knowledge mapping
• Personality type mapping
• Important work for line management

Identify and adapt to the personalities



Split the division of work

• Self organized teams, let everyone find and do what
they are skilled at

• What areas do we want cross competency to cover?
• Some in the team focus more on customers and what 

to solve
• Some in the team focus on the implementation, how 

to solve tech problems and the details
• Some in the team focus on how to be most efficient 

in the way we work



• Campfires where we gather around for 
what is important for the team

• Big picture together, details in smaller
groups

Lean and agile team events



Give everyone something to be good at

• Create ninja roles, virtouses of different competencies



Goals

• Set goals or OKRs also on learning 
• usability 20% better as measured by SUS (UX 

training)
• server performance 10% better as measured by 

time for operation (optimize garbage collection)

• Make sure that there are learning goals that 
can engage everyone in the team



Learning

• Encourage learning in all formats
• Allow learning to take place on working

hours
• Encourage Community Of Practices, COPs. 
• Short but regular internal Knowledge 

Transfers, KTs, by team members
• Engagement from line management



Reading- or viewing circles

• Share a material, set a time frame, discuss the content.
o Short book, article, video etc
o Discuss part by part or the whole story at the same 

time
o There are short versions to read or videos to watch as 

an alternative
o As a facilitator, prepare questions if the discussion does 

not flow

o Could have multiple circles going on for different topics



Innovation

• Everyday innovation is usually not about
disruptive innovations that change the entire
business

• It is about using our tech skills in the team 
work to create solutions that go one step 
further

• Kaizen, challenge everything



Definition of Done

• Make technical and quality issues included in the DoD
• Code is according to the team standard
• Compliance with technical standards
• Usability measure over a certain level
• No increased Technical debt



Line management

• Focus on managing people
• Make the best out of all resources
• Inspire, encourage and motivate
• Commitment to continuously invest in its 

people and promote a culture of continuous 
improvement.

• Lean-thinking manager-teachers






