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Agile in the Age of Digital Synergies 

MICHAEL NIR
PRESIDENT 
SAPIR CONSULTING

HAS THE PMO 

BECOME THE DEATH STAR FOR 

AN AGILE TRANSFORMATION

DO SIMPLE 
LEARN FAST

LIBERATE TEAMS TO 
HAPPINESS

ASSESS, TRAIN COACH – LEADERSHIP, 
ENTERPRISE, PRODUCT AND AGILE TEAMS

I Help Clients Innovate:
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Disclaimer – My Agile PMO…
Maybe Agile and PMO Can’t Coexist?

https://amzn.to/2WyCPyi

Different Ages – Different Tools
Covid a Catalyst
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Age of Software – The Rules are 
Changing; Rebels Unleash Radical 
Innovation

TECHNOLOGICAL 
REVOLUTIONS AND 
FINANCIAL CAPITAL: 
THE DYNAMICS OF 
BUBBLES AND 
GOLDEN AGES

CARLOTA PEREZ

SIMPLE SCALE SOAK

What Does Work? 
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It Has To Be

SIMPLE

Program Leadership
2007

Medical Imaging 
Systems

THE PROBLEM – ENGINEERING PMO 
TOP DOWN WATERFALL, FDA 
REGULATED, LOW PROGRESS 

REPORTING CONFIDENCE AND LACKING 
CERTAINTY IN CAPACITY PLANNING

SIMPLE
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Program Leadership
2007

Medical Imaging 
Systems

PMO WANTED – STANDARDIZE 
PROGRAM MANAGEMENT AND 

IMPLEMENT TOOL FOR RESOURCE 
PLANNING 

WE DELIVERED

SIMPLE

Back View Mirror 
PMO Fixated with 
Efficiency 
WE OFFERED A COMPLEX PROCESS AND 
TOOL – DID WE IMPROVE THE SYSTEM? 
(MORE RESULTS)

WE FOCUSED ON INDIVIDUAL ‘BUSY’ BY 
MEASURING PROJECT ALLOCATION –
DID WE INCREASE THROUGHPUT? 

DID WE MAKE INTAKE MANAGEABLE?

SIMPLE
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Fast Feedback Through Cadence 
Based Development 

SIMPLE

Simple agile: 
Chose 3 Principles –
Focus on Outcomes 

PRINCIPLES DRIVING RESULTS

• DEFINITION OF DONE

• RETROSPECTIVE

• SWARMING 

Create metrics around them 

SIMPLE
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Team of Teams – Single Practice 
Made THE Difference 

https://amzn.to/2PW7447

ONE PRACTICE HAS 

ENORMOUS IMPACT:

LEADING INDICATOR FOR

COLLABORATION

• STABLE TEAMS

• YESTERDAY’S WEATHER (DOD)

• SWARMING (MEASURE)

• INTERRUPT PATTERN

• DAILY CLEAN CODE

• EMERGENCY PROCEDURE

• SCRUMMING THE SCRUM (IMPACT RETROSPECTIVE)

• HAPPINESS METRIC

• TEAMS THAT FINISH EARLY ACCELERATE FASTER

Sutherland et al 2014

Simple Scrum Team Metrics

SIMPLE
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Anchors of Simplicity –
Innovation is Iterative Incremental 

DEATH STAR DIGITAL AGE

BIG Transformation 
mindset and vocabulary 

Selecting 3 patterns for 3 months, 
validating impact

Focus on efficiency, agile 
without customer focus 

Practices of high-performance 
Quality: Shift to the left 
Customer: fast feedback

PMO – portfolio and 
process driven control

Agile PMO – outcome driven
Cadence is king

SIMPLE

With Leaderful Teams Empowered 

to Change 

SOAK
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3 MYTHS OF VALUE CREATION IN 
COMPLEX SYSTEMS AND HIGH 
UNCERTAINTY
• CUSTOMER KNOWS WHAT THEY 

WANT

• WE KNOW HOW TO MAKE IT

• NO CHANGE  OCCURS

LEARN TO LET GO

Decisions Decentralized to The Teams 

Doing The Work

SOAK

#Soakability – Continuous Improvement 

• INSIDE OUT CHANGE THROUGH TEAM/LEADERSHIP 
RETROSPECTIVE

• FOCUS ON THE FRAMEWORK AND PROCESS TO GET 
RESULTS

• LEARN MORE? SUBSCRIBE TO 
https://youtu.be/QS65E66Hxl8

SOAK
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Toyota Kata: Managing People for 
Improvement, Adaptiveness and 
Superior Results 

THERE ISN’T A RIGHT 
SOLUTION – RATHER THERE 
IS A PROCESS TO LEARNING 
TOGETHER

HTTPS://AMZN.TO/2LQVBPH SOAK

Move Away From The:
Drunken Retrospective

SOAK
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Alignment and  focus Soaking and Scaling

How Do you Soak? Perhaps with OKRs 

SOAK
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OKRs => transition from Project to Product and 
long lived teams => Measure OKR performance 

Teams with OKRs Focus on Outcomes

SOAK

INVITE THEM TO WORK 
TOGETHER

https://youtu.be/hZZKbFX1040

Digital Age Leadership 
Use Liberating Structures   

SOAK
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DEATH STAR DIGITAL AGE

Talk the Talk
Teams are ‘scrum’ while programs 
and management is waterfall

Walk the Walk
It isn’t just about you! Leadership is 
agile - Provides vision Sets Guardrails  

Copying ‘best practices’ from others 
– Google Intel Amazon

Using the retrospective to cultivate 
results and building a curiosity driven 
culture 

Culture of fear, shooting the 
messenger, process rules

Practice behavior: 
• Delegate decisions Enabling 

autonomy 
• Managing towards outcomes 
• Costumer focused

Empowerment comes with 
transparency 

Tell-tale Signs of Soakability –

Innovation through coaching   

SOAK

With a Seed of

SCALE

‘THOSE WHO MASTER 
LARGE SCALE 

SOFTWARE DELIVERY 
WILL DEFINE THE 

ECONOMIC LANDSCAPE 
OF THE 21ST CENTAURY’

MIK KERSTEN  
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SCALE

THE PROBLEM – IT PMO 
INFRASTRUCTURE 

PROJECTS LASTING 2-3 
YEARS, SCOPE CREEP, 

LOW MORAL (PMs), 
MANY VENDORS WITH 

LOW TRUST

New Great – 2018

Scaling is a PEOPLE 

Problem

SCALE

CUSTOMER WANTED – MAKE IT 
FASTER USING SCALING AGILE (OR 

SOMETHING) WITH LOTS OF 
DOCUMENTATION; (PEOPLE SEEM 

TO LIKE COMPLEX SOLUTIONS)

New Great – 2018

Utility IT Infrastructure 
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SCALE

WE DELIVERED – NOT WHAT THE 
CLIENT WANTED RATHER WHAT 

THEY NEEDED – SCALABLE 
FEEDBACK LOOP WITH VENDORS

New Great – 2018

Utility IT Infrastructure 

SCALE

LESSON LEARNED –
CLIENTS CONFUSE PMO ADHERENCE 
TO PROTOCOL (SCRUM MOTIONS) 
WITH THE SCALING OF AGILITY 

MAKE IT SCALABLE FROM DAY ONE –
FOCUS ON SCALING THE ‘BAD NEWS’ 

New Great – 2018

Utility IT Infrastructure 
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SCALABILITY AS THE 
EMERGENCE, PROPAGATION, 
and RECTIFYING  OF ‘BAD 
NEWS’

SCALE

What is the 
Outcome of 
Scalability

#%$!!!

INDIVIDUAL 
CONTRIBUTOR

Scalability 
of Feedback

SCALE
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#%$!!!

INDIVIDUAL 
CONTRIBUTOR

Scalability 
of Feedback

SCALE TEAM LEAD

Try 
again!!!

Scalability 
of Feedback

SCALE TEAM LEAD

This 
probably 

won’t work

DIRECTOR

Did you 
check 

enough?
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Scalability 
of Feedback

SCALE DIRECTOR

This might 
not work!

VICE PRESIDENT

Try 1000 
Times.

Scalability 
of Feedback

SCALE VICE PRESIDENT

We need 
more time..

SENIOR
VICE PRESIDENT

I assume you 
validated all 

scenarios
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Scalability 
of Feedback

SCALE

SENIOR
VICE PRESIDENT

This could 
work!

CEO

Scalability 
of Feedback

SCALE

It works!

CEO BOARD MEMBER

We are in 
the green!!
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How Long to FAIL Fast

#%$!!!

This 
probably 

won’t work!

This might 
not work!

We need 
more 
time..

This could 
work!

It works!

We are in 
the green!!

I assume you 
validated all 

scenarios

Try 1000 
Times.

Did you 
check 

enough?

Try again !

2 – 6 Weeks Industrial Age

SCALE

What is the Turnaround Time to Fix in 
Your Organization 

SCALE

Share on the poll

https://pollev.com/michaelnir
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We All Make Mistakes – Scalable 
Organizations Fix Fast

FORSGREN ET AL ACCELERATE

SCALE

Accelerate: The Science of Lean Software 
and DevOps: Building and Scaling High 
Performing Technology Organizations 

https://amzn.to/2KeMZ5t

LEGACY?

AUTOMATED TESTING?
SCALE
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Business Agility
Scaling = Faster Feedback

SCALING AGILE

Product Agile

Team AgileTech Agile 

Team agile scrum 
patterns

DoD, DoR, Retro
Stop Starting Start Finishing 
Team behaviors Trust, Safety

Simple Design
Pair Programming
Coding Standard

Continuous Integration
Refactoring

Lean UX
Agile intake
Lean Startup

Agile road 
mapping

DevOps

TEAM PERFORMANCE
Focus on three 

behaviors and make 
them shine 

Simplicity => Buy in

When producing SW 
– these patterns are 
necessary for code 

quality

Without rapid 
customer feedback 

– we do things right, 
are we doing the 
right things???

SCALE

Is SAFe® a Death STAR 
Process??? It Depends

SCALE
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Exploration not Prescription 
Scaling – From Features to Outcomes

Focus on Product Agility! 
Leading to business Agility

https://amzn.to/2uBDOCe SCALE

DEATH STAR DIGITAL AGE

Scaling the process  - pursuing 
the output scalability 

Scaling the flow – pursuing the 
outcome of scalability – faster 
feedback

Leader as manager… Leader as coach, tuned to 
people needs; TRUST, 
COLLABORATION, 
COMMUNICATION

Committee based INTAKE 
process or HIPPO

Iterative, evidence-based 
delivery controls flow of 
incoming work

Mainstays of Scalability –
Innovation is Decentralization

SCALE
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Is the organization your 
are working for a death 

star?
(The video test)

SIMPLE SCALE SOAK

Then Do:
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Where do YOU start?

Here

DO SIMPLE LEARN FAST

FOCUS ON TEAMS 

RUN EXPERIMENTS

Reflect: What is one Scaled agile (or 
agile and scaling metric related) 
question you want answered in the 
next two hours – review and vote?

Share on the poll

https://pollev.com/michaelnir
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Connect 

with 

Michael

LinkedIn
michael@michaelnir.com
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