
http://www.facebook.com/share.php?u=http://www.informIT.com/title/9780137591510
http://twitter.com/?status=RT: download a free sample chapter http://www.informit.com/title/9780137591510
http://www.linkedin.com/shareArticle?mini=true&url=http://www.informit.com/title/9780137591510


The Professional  
Agile Leader

Book 1.indb   1 22/04/22   1:36 PM



The Professional Scrum Series from Pearson Addison-Wesley and 
Scrum.org consists of a series of books that focus on helping 

individuals and organizations apply Scrum and agile leadership to 
improve the outcomes of customers and organizations. Approaching 
the challenge from different perspectives, each book provides 
deep insights into overcoming the obstacles that both teams and 
organizations face as they seek to reap the benefits of agility.

All Scrum.org proceeds from the series go to Year Up, an organization 
whose mission is to close the Opportunity Divide by providing urban 
young adults with the skills, experience, and support to empower them 
to reach their potential through professional careers and education.

Visit informit.com/scrumorg for a complete list of available publications.

The Professional Scrum Series by

twitter.com/informIT

ScrumOrg_Series_page_7x9_125.indd   1 4/11/2022   3:27:46 PM

Book 1.indb   2 22/04/22   1:36 PM

http://Scrum.org
http://Scrum.org
http://Visitinformit.com/scrumorgfor
http://twitter.com/informIT


The Professional  
Agile Leader

The Leader’s Journey Toward Growing 
Mature Agile Teams and Organizations

Ron Eringa
Kurt Bittner

Laurens Bonnema

Boston • Columbus • New York • San Francisco • Amsterdam • Cape Town 
Dubai • London • Madrid • Milan • Munich • Paris • Montreal • Toronto • Delhi • Mexico City 

São Paulo • Sydney • Hong Kong • Seoul • Singapore • Taipei • Tokyo

The Professional Scrum Series from Pearson Addison-Wesley and 
Scrum.org consists of a series of books that focus on helping 

individuals and organizations apply Scrum and agile leadership to 
improve the outcomes of customers and organizations. Approaching 
the challenge from different perspectives, each book provides 
deep insights into overcoming the obstacles that both teams and 
organizations face as they seek to reap the benefits of agility.

All Scrum.org proceeds from the series go to Year Up, an organization 
whose mission is to close the Opportunity Divide by providing urban 
young adults with the skills, experience, and support to empower them 
to reach their potential through professional careers and education.

Visit informit.com/scrumorg for a complete list of available publications.

The Professional Scrum Series by

twitter.com/informIT

ScrumOrg_Series_page_7x9_125.indd   1 4/11/2022   3:27:46 PM

A01_Eringa_FM_pi-p.indd   3 25/04/22   3:50 PM



Many of the designations used by manufacturers and sellers to distinguish their products are claimed as 
trademarks. Where those designations appear in this book, and the publisher was aware of a trademark 
claim, the designations have been printed with initial capital letters or in all capitals.

The authors and publisher have taken care in the preparation of this book, but make no expressed or 
implied warranty of any kind and assume no responsibility for errors or omissions. No liability is 
assumed for incidental or consequential damages in connection with or arising out of the use of the 
information or programs contained herein.

For information about buying this title in bulk quantities, or for special sales opportunities  
(which may include electronic versions; custom cover designs; and content particular to your  
business, training goals, marketing focus, or branding interests), please contact our corporate sales 
department at corpsales@pearsoned.com or (800) 382-3419.

For government sales inquiries, please contact governmentsales@pearsoned.com.

For questions about sales outside the U.S., please contact intlcs@pearson.com.

Visit us on the Web: informit.com/aw

Library of Congress Control Number: 2022935535

Copyright © 2022 Pearson Education, Inc.

Cover image and design by Sabrina Love

All rights reserved. This publication is protected by copyright, and permission must be obtained from 
the publisher prior to any prohibited reproduction, storage in a retrieval system, or transmission in any 
form or by any means, electronic, mechanical, photocopying, recording, or likewise. For information 
regarding permissions, request forms and the appropriate contacts within the Pearson Education Global 
Rights & Permissions Department, please visit www.pearson.com/permissions.

ISBN-13: 978-0-13-759151-0
ISBN-10: 0-13-759151-9

ScoutAutomatedPrintCode

Book 1.indb   4 22/04/22   1:36 PM

mailto:corpsales@pearsoned.com
mailto:governmentsales@pearsoned.com
mailto:intlcs@pearson.com
http://informit.com/aw
http://www.pearson.com/permissions


Pearson’s Commitment to Diversity, Equity, and Inclusion

Pearson is dedicated to creating bias-free content that reflects the diversity of 
all learners. We embrace the many dimensions of diversity, including but not 
limited to race, ethnicity, gender, socioeconomic status, ability, age, sexual 
orientation, and religious or political beliefs.

Education is a powerful force for equity and change in our world. It has the 
potential to deliver opportunities that improve lives and enable economic 
mobility. As we work with authors to create content for every product and 
service, we acknowledge our responsibility to demonstrate inclusivity and 
incorporate diverse scholarship so that everyone can achieve their potential 
through learning. As the world’s leading learning company, we have a duty to 
help drive change and live up to our purpose to help more people create a bet-
ter life for themselves and to create a better world.

Our ambition is to purposefully contribute to a world where:

 • Everyone has an equitable and lifelong opportunity to succeed through 
learning.
 • Our educational products and services are inclusive and represent the rich 

diversity of learners.
 • Our educational content accurately reflects the histories and experiences of 

the learners we serve.
 • Our educational content prompts deeper discussions with learners and 

motivates them to expand their own learning (and worldview).

While we work hard to present unbiased content, we want to hear from you 
about any concerns or needs with this Pearson product so that we can investi-
gate and address them.

 • Please contact us with concerns about any potential bias at  
https://www.pearson.com/report-bias.html.

Book 1.indb   5 22/04/22   1:36 PM

https://www.pearson.com/report-bias.html


This page intentionally left blank 



vii

Contents

Foreword xi
Preface xv
Introduction xvii
Acknowledgments   xxv
About the Authors xxvii

Chapter 1 An Organization at a Crossroads 1
Complex Challenges Create Urgency for Agility 2
Reducing Dependencies Makes Change Possible 4
Not Everyone May Need to Change, at Least at First 6

Not Everyone Sees Complexity the Same Way 9
Organizational Change Requires Protective, Progressive Dictatorship 10

Two Paths, One Goal 12
Reflections on the Journey 15

Chapter 2 Forming Teams and Discovering Purpose 17
Changing the Organization, One Team at a Time 18
Finding the Right People 22
Empowering Teams 26

Book 1.indb   7 22/04/22   1:36 PM



viii

Contents

Placing the Customer at the Center of the Change 29
Turning Customer Needs into Team Purpose 33

Reflections on the Journey 35

Chapter 3 Shifting from Output to Impact 37
“What Gets Measured Gets Done” 38

Measurement Challenges 39
Goals Are the Solution, and Sometimes the Problem 41
Leadership, Measurement, and Engagement 44
Organizational Culture and Transparency 46
Balancing Internal and External Focus of Goals over Time 48
Goals and Measures at All Levels 50

Reflections on the Journey 53

Chapter 4 Learning to Let Go 55
Empowerment Doesn’t Come for Free 56
Agile Leaders Help Teams to Grow Their Ability to Reach  
    Audacious Goals 60

Achieving Balance Between the Visible and Invisible 63
Letting Go in Small Steps 65

Empowerment Strategies 67
Slow Decision-Making Kills Team Self-Management 69

When You Discover That You’re the Bottleneck, Get Out of the Way 70
Decision Latency Can Be Caused by Cross-Team Dependencies 71
Teams Can Also Cause Their Own Decision Latency 72

Reflections on the Journey 73

Chapter 5 The Predictable Existential Crisis 75
New Ways of Working Threaten the Old System 76

Changing the System to Reward Empowering Others 80
Replacing Career Paths with Individual Skill Portfolios 89
Replacing False Certainty with True Transparency 92
Learning to Trust Bottom-Up Intelligence 94

Reflections on the Journey 97

Book 1.indb   8 22/04/22   1:36 PM



ix

Contents

Chapter 6 Leaders, Everywhere 99
Nurturing and Growing an Agile Organization 100

Organizational Silos Impede Agility and Productivity 106
Cross-Functional Teams Improve Productivity, but Still Need  

Support 107
Specialist “Downtime” Can Be Used to Improve Team Effectiveness 108
Specialists Work Primarily as Teachers, Coaches, and Mentors,  

Not “Doers” 110
Leadership Journeys: Developing Leaders Everywhere 110

Reward Building Teams and Leadership, Not Silos 114
Promotional Rewards Lock in Organizational Structures 117
Performance Reviews Don’t Go Away, but They Do Change  
   Dramatically 118

Collecting Feedback with a Questionnaire Through an App 119
Reflections on the Journey 122

Chapter 7 Aligning the Organization 123
Evolving the Operating Model 124

Be Direct and Clear About the Change 126
Growing Self-Managing Teams Organically 128
What to Do When Teams Become Too Large 129

Scale Agility by Removing Dependencies 131
Consolidating Support and Eliminating Opposition 132

Expect, Embrace, and Encourage Attrition 133
Be Mindful of Leadership Styles, and Act Accordingly 135
But Beware Unwanted Attrition 136
Sometimes Your Greatest Critic Can Become Your Biggest Ally 137
Silent Subversion Is Worse Than Open Opposition 138
What if Senior Executives Are the Problem? 139

Realign Compensation Plans 140
Realign Career Paths 141
Embrace Catalytic Leadership 142
Replace Status Meetings with Transparency 143
Be Realistic About How Long the Transition Will Take, and  
   What It Means 146
Reflections on the Journey 147

Book 1.indb   9 22/04/22   1:36 PM



x

Contents

Chapter 8 Aligning the Culture 149
What Makes Changing Culture Hard 150
Agile Leaders Must First Find Their Own Way 152
Build Bridges to the New Culture 153

Don’t Criticize the Past, Just Move Ahead 155
Build Psychological Safety Through Radical Transparency 155
Share Success but Take the Blame When Necessary 158

Anticipate and Overcome Setbacks 159
Every Organization Carries Baggage; Moving Ahead Means  

Leaving It Behind 159
Recognize That High-Performing Teams Are Fragile, and  

Protect Them 161
Even the Best Teams Lose Their Focus, Sometimes 161

Use “Self-Sustenance” as a Measure of Success 162
Success: When the New Has Become the Default 163
Plan for Succession 164

Agile Journeys Never Really End 165
Looking Back at the Agile Leader’s Journey 166

Reflections on the Journey 168

Appendix A Patterns and Anti-Patterns for Effective Leadership 169

Appendix B Doreen’s Sketchnotes 171

Index 173

Book 1.indb   10 22/04/22   1:36 PM



xi

Foreword

I recently was talking to an executive about their agile transition. He 
described a series of great successes and disappointing failures. As we talked 
about these situations, picking at the “why?”, the “what”, and the “how could 
we have done better?” I was struck by a single truth: The failures were never 
about the Scrum Team or Teams; the failures were always about the friction 
created by agile teams within an existing, industrial-minded organization. 
And many of these failures were ultimately about leadership and the missteps 
they made as they tried to navigate the disconnect between these two  
paradigms.

One story, in particular, stood out to me. The story was about a Sprint 
Review that did not go well. The Sprint Goal was poorly formed, the team 
did not really understand what they were trying to deliver on, and the most 
important stakeholders and management were invited and actually showed 
up. The Sprint Review did what it was meant to do: It exposed the challenges 
the team faced and highlighted their misunderstanding, but it also showed 
how lacking the whole organization was in support of the ultimate Product 
Goal. It was not a fun or pleasant event. And everyone not only felt upset 
afterward but also questioned their contribution and work during the Sprint.
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What happened next, however, was worse. The senior leader involved came 
after the Scrum Team both as a group and individually. He told them that “he 
never wanted to be embarrassed like that again,” and that “many of them 
need to think about their career choices.” He asked for them not to engage 
with senior stakeholders and to allow him to manage all interactions with 
those stakeholders. In that one response, he not only destroyed any motiva-
tion the Scrum Team had but also their desire to use an empirical process, to 
be agile.

You can guess what happened in the next Sprint Review. Everything was 
“great,” no senior stakeholders were invited, and it really was just a progress 
report for the senior leader who was present. The project slowly disappeared 
as the Scrum Team members found other projects that were more important.

This example is extreme, but in many subtle ways, this happens frequently as 
the leadership in an organization tries to protect their image, or ensure that 
everything is working the way they want. And it makes sense. Traditional 
approaches encourage structured communication channels and the impor-
tance of political capital. They encourage everything green or amber on your 
executive dashboard. It is easy to see what that senior leader did wrong when 
talking about that particular Sprint Review, but how does an agile leader do 
things right? What does it take to be an agile leader?

When I talk to managers and executives at large organizations, I am often 
asked, “The Scrum Guide has no role for me. What do I do now?” This one 
question is actually two questions. The first question is, what is the practical 
reality of the impact of Scrum on their situation. What happens to their exist-
ing responsibilities and accountabilities, and what does that mean for the 
Scrum Team and the problem they are solving. The second question is  
much deeper. What is the role of leadership, and what is leadership in the 
 postindustrial world?

This book actually provides materials for both questions. By drawing on their 
vast experience, Ron, Kurt, and Laurens have described the reality of many 
situations, teasing out the practical tips and patterns for good leadership. 
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They provide guidance on how a leader can help shape the environment for 
agile teams to succeed. They cover some hard topics, including the impor-
tance of purpose and mission, how to change to an outcome-focused rather 
than output-focused organization, the power of servant leadership, and even 
the thorny topic of the value of leadership. Many of the lessons they describe 
resonate with me from my own experience and what I observe in others. The 
narrative style of the book makes it easy to read, and I am sure that there will 
be many times that you see yourself in Doreen and the friction that is created 
between the agile and traditional approaches to value.

Ron, Kurt, and Laurens have written a book that tells a story about how tra-
ditional, industrial organizations need to change to take advantage of and 
survive the digital age. They focus on leaders and the harsh reality that many 
of the truths that traditional management encourages need to be rethought 
when change is the norm, opportunity is everywhere, and disaster is just 
around the corner.

I hope you enjoy reading this book as much as I did and that you take a few 
things with you as you try and change the world and thrive in that change.

—Dave West 
CEO, Scrum.org
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Preface

The bookshelves of the world abound with books on leadership. Authors of 
diverse backgrounds serve up a steady stream of titles that inspire admiration 
and imitation of the examples set by great leaders. And yet, despite all this, 
many still strain against the yoke of bad leaders, toiling pointlessly toward 
uncertain goals and wondering, “When will things be different?”

We think there are two problems with most literature on leadership. First, 
focusing on the behavior of great leaders gives little insight into how leader-
ship develops. We rarely see their uncertain early steps, the difficult choices 
and circumstances that led them to make different choices, or the price they 
paid for choosing a different way. We see the leader-hero in their maturity, 
haloed in myth, but never as the stumbling student or the uncertain profes-
sional taking their first steps toward the person they later become.

The other problem with the cult of the leader-hero is that it overshadows  
the daily acts of leadership that make progress possible. Leaders are not 
 superheroes. Leaders, in our view, are everywhere. Or, rather, opportunities 
for leadership are everywhere, waiting to be seized.

We don’t think that leaders are born with some special qualities that make 
them great leaders. The great leaders with whom we have worked are regular 
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people who care deeply about helping others to achieve shared goals, and who 
have had the good fortune to have had experiences that have shown them a 
different way to lead people. We believe that leadership is a learned response 
to challenges in the world, and that everyone can lead at different points.  
To meet the challenges in our complex world, we, in fact, need everyone to 
lead at different times.

This book is about how people learn to embrace their leadership potential, 
how they let go of their preconceptions about what leaders do, and how they 
learn from each other how to work together to reach a better future. Our goal 
is to share what we have learned about what leaders do, how they think, and, 
most importantly, how they got there. We hope it helps you in your own lead-
ership journey.

—Ron, Kurt, and Laurens 
April 2022
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Introduction

“Do not follow in the footsteps of  the wise.
Seek what they sought.”

—Matsuo Basho (1644–1694)

The world over, even the most successful organizations are scrambling to keep 
pace with unrelenting change. No matter their past success, their future isn’t 
guaranteed the way it once was. Past success, in fact, tends to make people 
complacent at a time they most need to change. As customers and competi-
tors respond to change, markets shift, tastes change, and dominant market 
positions can disappear overnight.

The phrase we most often hear from executives is that they want their organi-
zations to be more agile. Nimble. Responsive. Because the disruptions they 
feel are most often in the digital parts of their business, they often turn to 
agile development frameworks like Scrum for inspiration in their change. 
These frameworks certainly help development teams achieve agility. And yet, 
the executives say that either they can’t scale the change beyond a few teams 
or the change doesn’t seem to stick. Something is missing.
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Agility, or as we prefer to call it, responsiveness, results from deep changes to 
the culture of the organization. Culture is a simple word for a subtle and 
complex combination of norms, values, and situational responses. Changing 
culture is not easy, nor should it be, for it acts like a force that binds together 
the people in a society, a group, and even an organization.

Leaders transmit the culture within their organizations—not in explicit ways, 
and not by dictum or directive, but rather by demonstration: By modeling 
appropriate and desired behaviors, they shape the culture that, in turn, guides 
their organizations. So, to help their organizations become more responsive, 
the leaders in the organization need to change.

Purpose of This Book

Leaders have a tough challenge: While they strive to create greater team 
engagement and ownership, their organization’s culture usually rewards com-
pliance and fault-prevention instead of creativity, self-organization, and 
autonomy. And they live in an unforgiving spotlight and cannot rely on trial 
and error, our natural means of learning new things. Lacking mentors who 
can show them the way, they have few places to turn.

Our goal is to describe the journey of typical leaders in an organization as 
they face the challenge of changing their own organization while also chang-
ing themselves. The journeys they take are far from perfect; expect them to 
experiment, make mistakes, learn, and to adapt. While the journey in this 
book is fictionalized, the stories are all based on real situations the authors 
have either lived or witnessed. And while the stories don’t deal with every 
possible situation you might encounter, they include the most common ones 
that nearly every leader faces.

Every agile leader’s journey is different; each takes a different path, and each 
faces different challenges. Yet each shares a singular goal: to help their  
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organization achieve resilience and flexibility while seeking success in a 
changing and challenging world. In this book, we share, in various forms, our 
own experiences on our own journeys. While we can’t claim to be the wise 
people to whom Basho referred, by sharing our experiences, we hope to give 
you ideas, approaches, and techniques that will help you on your own journey. 
But you will have to find your own way, and find what works for you and your 
organization.

By the end of this book, we hope that you will take a different approach to 
the leadership challenges that you face. While we can’t tell you what to do, 
the scenarios described in the book will help you to find your own way to 
help your organization to adapt and improve.

Who Should Read This Book

This book provides leaders, at any level, with or without formal authority, 
with strategies and mental models that will help them to support and grow 
agile teams in their organization. Managers of teams and managers of  
functional areas that support teams will find strategies for overcoming the 
challenges they face and the journeys they need to travel to achieve their full 
potential as leaders. Senior executives will gain a greater understanding of  
the challenges their managers face in changing not only the way they work, but 
also the way they regard their role in the organization. Finally, Scrum Masters, 
Product Owners, and team members will gain a greater appreciation of the 
challenges that managers in their organization face, and how they also need to 
exhibit leadership to help their managers, teams, and organization grow.

How This Book Is Organized

This book follows the journey of a CEO who is leading the acquisition of a 
fast-growing company as she seeks to learn how her own company can 
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become equally successful. Readers will watch the struggles that this leader 
works through as she also works to change herself and the organization 
around her. The story is a fictionalized amalgamation of the authors’ own 
experiences and those of our clients and peers; any resemblance to actual 
people or specific events is accidental.

The story describes typical challenges that leaders confront when they help 
their organizations shift toward agility. As in many of the real-life situations, 
you will discover quite late in the story that real agility requires a shift in cul-
ture (Chapters 5 and 8). After reading this book, you will be ready to start 
your agile leadership journey by applying the lessons from these late chapters. 
In this way, you can avoid many of the pitfalls and frustrations in Doreen’s 
story and be a better leader to your agile teams.

Although the authors are all deeply engaged with the Scrum community, this 
book does not require knowledge of Scrum. We have deliberately avoided 
using Scrum-specific terms, events, and roles, and have opted for more general 
descriptions to emphasize that the approach described in the book can be 
used with any agile approach.

The main action takes place in an old, large-scale, traditional energy com-
pany. The narrative journey of the organization is interspersed with commen-
tary and reflection on the challenges most organizations face, and discussion 
of strategies they can take to meet those challenges head-on. The intention is 
not to provide a complete narrative for the examples shown; rather, the 
vignettes simply illustrate critical events in the journey of the agile leader.

At the end of each chapter is a sketchnoted visual summary (by Laurens) 
showing the chapter's key lessons, from the perspective of Doreen, the protag-
onist agile leader. These visualizations aim to remind and reinforce the  
concepts presented in the chapter using a fresh style. These sketchnotes are 
collected in Appendix B.

Chapter 1: An Organization at a Crossroads describes a once-successful orga-
nization that has lost its way. It can no longer survive by depending on its  
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traditional business model, and it is struggling to be more responsive to cus-
tomers and competitors. Infighting and frustration are limiting the organiza-
tion’s ability to respond, and the steps it has taken toward agility have been 
largely ineffective. The CEO is in charge of acquiring a company with the 
intention of adapting its strategy to get back in the game. The way forward is 
not clear.

Chapter 2: Forming Teams and Discovering Purpose describes how empower-
ing cross-functional teams is the starting point for agile change. Finding the 
right people, with the right skills, attitudes, and motivations, is an essential 
but often overlooked starting point. Once formed, these teams first have to 
rediscover why they exist and what they are trying to achieve. As most organi-
zations discover when they try to do this, it’s harder than they expected. 
Everyone thinks they know what customers want and who their real custom-
ers are, yet the scant data they have does not support this. They quickly real-
ize they need better data, fresher insights, and faster feedback.

Chapter 3: Shifting from Output to Impact describes how the teams and their 
leaders struggle to shift their focus from performing work to achieving results. 
Measuring work was easy; they just watched what people did and compared 
it to the plan. But now they realize that measuring to the plan told them 
nothing about the impact their work had on customers and on business suc-
cess. As they improve their delivery frequency, they start to realize how far off 
the mark their plans really were, and they are filled with both despair and 
hope. It’s an important turning point for everyone.

Chapter 4: Learning to Let Go describes how the teams and their leaders are 
changing by becoming more feedback-driven. To act more rapidly on that 
feedback, the teams take on more responsibility for making their own deci-
sions, but that doesn’t sit well with some of the former managers, who feel 
their authority and status are being undermined. Even some team members 
struggle with where they fit into the organization and how to move ahead. 
Those who overcome this discomfort find new ways of contributing and new 
sources of satisfaction.
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Chapter 5: The Predictable Existential Crisis describes what happens when 
nascent agile teams, experiencing successes but also still struggling with their 
own issues, feel growing pressure from the parent organization over the 
changes they are making. Managers in other parts of the parent organization 
feel threatened by the results the teams are achieving, and they are putting 
pressure on the CEO to make the agile organization “play by the rules.” But 
the CEO likes the progress she is seeing and wants to understand more about 
what the agile teams are doing that is different.

Chapter 6: Leaders, Everywhere describes how team members also learn how 
to lead, and why cultivating leadership at all levels helps the organization to 
become more responsive and resilient. Leadership is an activity, not a role, 
and the mission of leaders is to help other leaders to grow. As the organiza-
tion learns how to embrace self-organization, growing leadership at all levels 
is a key enabler.

Chapter 7: Aligning the Organization describes how, as organizations grow 
their agility, team by team, product by product, they come to a point where 
they must either fully commit to continuing their agile journey or they will 
fall back to the old ways of working. Organizations can continue for a long 
time with two different operating models, one agile and one traditional, coex-
isting side-by-side. But they cannot maintain these two models forever; even-
tually they have to choose. This chapter is about how they make those choices 
to prevent themselves from sliding back to old ways of working.

Chapter 8: Aligning the Culture describes how the final, and most impactful, 
challenge the agile leader faces is changing the culture of the organization. 
Culture encompasses the social behavior and norms that people in the organi-
zation exhibit, including their beliefs and habits. In changing the organiza-
tion’s culture to embrace and embody agility, the agile leader ensures that 
agility will survive and thrive in the face of future disruptions.

Appendix A: Patterns and Anti-Patterns for Effective Leadership describes 
traditional leadership behaviors that are less effective in helping teams to 
develop effective self-managing behaviors, alongside behaviors that agile lead-
ers can adopt to help their teams develop effective self-managing behaviors. 
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This provides a quick reference to which agile leaders can refer to help to 
catch themselves from falling back into old habits.

Appendix B: Doreen’s Sketchnotes collects the sketchnote summaries pre-
sented at the end of each chapter to provide a quick visual reference for the 
book as a whole.

Our intent is to take you on the typical journey that agile leaders take, to help 
you to experience, vicariously, the leadership transformation that we, our  
clients, and our peers have gone through. Our hope is that as you read these 
experiences and our reflections upon them, you will find the stories and com-
mentary useful in helping you on your own agile journey.

To help you begin planning your own leadership journey, the last chapter con-
tains a few concrete guidelines. These guidelines will help you get started and 
better prepare you to learn from the mistakes we made. But don’t skip ahead; 
these recommendations will be more meaningful in the context of the journey 
described in the preceding chapters.

Without further ado, it’s time to begin where nearly all agile journeys begin, 
with an organization struggling to reinvent itself in a changing world.

A01_Eringa_FM_pi-p.indd   23 27/04/22   5:52 PM



173

Index

A
accountability, 53
activities

leadership focus on, 66
measurement of, 40

advise, level of delegation, 68
agile adoption, rates of, 62
agile cells, 11, 58, 167
agile teams. See teams, self-managing
agile transformation. See change
agility, scaling, 131–132
agree, level of delegation, 68
anti-patterns, leadership, 169–170
architectures, shared, 4–6
attrition, 133–137
awareness, 64

B
baggage, organizational, 159–160
blame, 158
Bloom, Benjamin, 113
Bloom’s taxonomy, 113
bonuses, 118
bottom-up intelligence, 94–97

bridges to new culture, 153–154
build test process, decision latency in, 

69–73
cross-team dependencies, 71–72
decision procrastination, 73
decision-making authority, 

relinquishing, 70–71
group indecision, 72
problem of, 69–70

Buurtzorg Nederland, 110

C
card game, for 360-degree feedback, 

120–121
career paths

individual skill portfolios, 89–92
promotions, 141–142
realignment of, 141–142

case study. See Reliable Energy case 
study

catalytic leadership, 3–4, 84, 87,  
135–136, 142–143

Catmull, Ed, 20, 145
cells, agile, 11, 58, 167

Z03_Eringa_Index_p173-p180.indd   173 25/04/22   2:34 PM



Index

174

certainty, false, 92–94
challenges, organizational

complexity of, 9–10
dependencies and, 4–6
difficulty in perceiving, 1
leadership style during, 10–11
multiple operating models for, 12–15
need for change created by, 6–8
urgency created by, 2–4

change
complexity of, 9–10
cultural. See culture, changing
customer-centered, 29–33
dependencies as enemy of, 4–6
leadership of. See leadership
need for, 1
ongoing nature of, 165–166, 168
operating models during, 12–15
organizational alignment. See 

organization, aligning
recognizing need for, 4, 6–8
reinforcements and rewards, 80–85
to self-managing teams. See teams, 

self-managing
coaches, 21, 110
combative leadership, 84, 85, 135–136
communication

team size and, 128–129
visible versus invisible domains, 60–65

compensation plans, 140–141
competitive leadership, 86–87, 135–136
complexity, perception of, 9–10
compliant leadership, 84, 85–86, 135–136
consolidation of support. See support, 

consolidation of
constructive criticism, 137
consult, level of delegation, 68
criticism

handling, 137
of past, avoiding, 155

cross-functional teams, 107–108

cross-team dependencies, 71–72, 132
culture, changing, 149–168

bridges to new culture, 153–154
challenges of, 150–152
criticism of past, avoiding, 155
hero cultures, 80, 88, 97–98
leadership style and, 88–89, 152–153
organizational baggage, 159–160
psychological safety, creating, 155–159
self-sustenance as measure of success, 

162–163
setbacks, overcoming, 159
summarized guidelines for, 166–167
team forming and, 161–162
toxic culture, impact of, 74
transparency, 46–48

current value, 49
customers

customer-centered change, 29–33
identifying groups of, 29–33
needs of, 33–34
personas, 31

D
decision latency, 69–73

cross-team dependencies and, 71–72
decision procrastination, 73
decision-making authority, 

relinquishing, 70–71
group indecision, 72
problem of, 69–70

delegate, level of delegation, 68
delegation, levels of, 67–69
delivery, value stream maps of, 69
Deming, W. Edwards, 59
dependability, 28
dependencies

cross-team, 71–72, 132
as enemy of change, 4–6
product, 132 

Z03_Eringa_Index_p173-p180.indd   174 25/04/22   2:34 PM



Index

175

removing, 4–6, 130, 131–132
skill, 132

development, leadership, 110–114
dictatorial leadership, 10–11
diversity, 25
Drive (Pink), 27
dual operating system model, 123, 147

E
effectiveness, of teams, 27–28
emotional intelligence, 23
empirical operating model, 12–15
employees. See teams, self-managing
empowerment of teams, 26–27, 76–85

letting go of traditional ways of 
working, 55–74

as threat to perceived authority, 58–59
engagement, leadership, 44–46
environments, protected, 10–11
equality, empowerment of, 25
executives, support from, 139–140
existential crisis, from agile 

transformation
bottom-up intelligence, trusting, 

94–97
leadership styles, 84–89
reinforcements and rewards, 80–85
team success, focus on, 75–80, 89–92, 

97–98
transparency, 92–94

expectations, realistic, 146
explicitness, 63
external coaches, 21
external focus of goals, 48–50

F
false certainty, 92–94
feature team model, 130
feedback, 360-degree, 118–121, 122

card game, 120–121
performance reviews, 118–119
questionnaires, 119–120

focus, loss of, 161–162

G
goals

balancing internal and external focus 
of, 48–50

growing ability of teams to reach, 
60–62

immediate tactical, 42
intermediate, 42, 49, 54
key value areas, 49–50
levels of, 50–52
strategic, 42, 49, 51, 54
types of, 41–44

group indecision, 72
growing teams, 100–103, 122

H
Hastings, Reed, 118
hero cultures, 97–98
Holacracy, 166
human resources professionals, 109
humility, 23
hunger, 23

I
Ideal Team Player, The (Lencioni ), 23
immediate tactical goals, 42
impact, focus on, 28

advantages of, 37
goals, 41–44, 48–52
leadership engagement and, 44–46
measurement challenges in, 38–41, 

50–52
organizational culture and 

transparency, 46–48
inclusion, 25
incubator metaphor, 11
indecision, group, 72
individual performance

individual skill portfolios, 89–92
traditional focus on, 75–76, 97–98

“innovation center” metaphor, 11
inquire, level of delegation, 68
intelligence, bottom-up, 94–97

Z03_Eringa_Index_p173-p180.indd   175 25/04/22   2:34 PM



Index

176

intermediate goals, 42, 49, 54
internal focus of goals, 48–50
intrinsic motivation, 27–28
invisible domain, focus on, 60–65

J-K-L
Johnson, Jim, 69
key value areas (KVAs), 49–50
Lao Tzu, 150
leadership, 3–4, 10–11, 99, 135–136,  

152–153
agile behaviors by, 169–170
bottom-up intelligence, 94–97
catalytic, 84, 87, 135–136, 142–143
combative, 84, 85, 135–136
competitive, 86–87, 135–136
compliant, 84, 85–86, 135–136
cultural change and. See culture, 

changing
development of, 110–114
focus of, 66–67
multitasking, 113–114
organizational alignment and.  

See organization, aligning
patterns and anti-patterns for,  

169–170
self-serving, 146
servant, 116
skills required for, 111–113
team success, focus on, 75–80, 89–92, 

97–98
360-degree feedback, 118–121, 122
transparency, 92–94
trust, 47, 48, 65–67, 94–97, 157–158

legal professionals, 108
Lencioni, Patrick, 23

M
Machiavelli, 55
meaning of work, 28
measurement, 40

leadership engagement and, 41–44
levels of, 50–52

organizational culture and 
transparency, 46–48

mentors, specialists as, 110
middle management, 139–140
mission statements, 51
motivation, 27–28, 29–34
multitasking, 113–114

N
needs, of customers, 33–34
Netflix, 118
Nexus Framework for Scaling Scrum, 

The, 132
nurturing teams, 100–103, 122

O
ongoing nature of change, 165–166, 168
operating models

evolving, 124–126
multiple, 12–15
process overview of, 126–128
traditional versus empirical, 12–15

operations professionals, 109
opposition, eliminating, 132–135

attrition, 133–135
career paths and promotions, 141–142
catalytic leadership, 142–143
compensation plans, 140–141
criticism, 137
senior executives, 139–140
silent subversion, 138–139
transparency, 143–146

organization, aligning
attrition, 133–137
career paths and promotions, 141–142
catalytic leadership, 142–143
challenges of, 123–124
compensation plans, 140–141
criticism, 137
dependencies, 131–132
gradual nature of, 147
leadership styles, 135–136
operating model, 124–126

Z03_Eringa_Index_p173-p180.indd   176 25/04/22   2:34 PM



Index

177

process overview of, 126–128
realistic expectations for, 146
senior executives, 139–140
silent subversion, 138–139
team size, 128–129
team splitting, 129–131
transparency, 143–146

organizational baggage, 159–160
organizational challenges. See challenges, 

organizational
organizational change. See change
organizational silos, 106–107
outcomes

focus on, 67
measurement of. See measurement

output, shifting to impact
accountability and oversight, 53
advantages of, 37
goals, 42–44, 48–52, 54
leadership engagement and, 44–46
measurement challenges in, 38–41
measurement levels and, 50–52
organizational culture and 

transparency, 46–48
outputs, focus on, 66
ownership, 64

P
past, criticism of, 155
patterns, leadership, 169–170
performance reviews, 118–121, 122
personas, customer, 31
Pink, Dank, 27
Pixar, 145
plan-based status reporting, 144–146
planning, limitations of, 9–10
plans for succession, 164–165
portfolios, skill, 89–92
presence, 64
procrastination, decision, 73
product dependencies, 132
promotional rewards, 117, 141–142

protected environments, change enabled 
by, 10–11

psychological safety, creating, 28,  
155–159

blame, accepting, 158
shared success, 158
trust, 47, 48, 65–67, 157–158

Q-R
questionnaires, 119–120
reinforcements and rewards, 80–85,  

114–116
360-degree feedback, 118–121, 122
bonuses, 118
compensation plans, 140–141
promotional, 117

Reliable Energy case study
complexity of challenges at, 2–4, 9–10
culture, changing, 4–6, 150–152,  

159–160, 162–163
dependencies, reduction of, 4–6
leadership, 10–11, 80–85, 100–102, 

104–105, 114–117
letting go of traditional ways of 

working, 55–74, 94–97
operating models, 12–15
organization, aligning, 124–126,  

133–135, 143
output, shifting to impact, 38–39, 

43–45, 46–47, 48–49, 50–52
sketchnote summaries for, 171
team formation, 18–20, 22, 26–27, 

29–34, 76–80, 82–84
rewards. See reinforcements and rewards

S
safety, psychological, 28, 155–159

blame, accepting, 158
shared success, 158
trust, 47, 48, 65–67, 157–158

salary. See compensation plans
satisfaction gap, 48, 49 

 

Z03_Eringa_Index_p173-p180.indd   177 25/04/22   2:34 PM



Index

178

scaling
agility, 131–132
team formation, 103–106

Scrum
Sprint Review, 43–44
Sprints, 43–44

self-managing teams. See teams,  
self-managing

self-perpetuating change, 163–164
self-serving leadership, 146
self-sustenance as measure of success, 

162–163
sell, level of delegation, 68
Senge, Peter, 21
senior executives, support from, 139–140
servant leadership, 116
setbacks, overcoming, 159
shared architectures, 4–6
shared success, 158
silent subversion, 138–139
silos, organizational, 106–107
sketchnote summaries, for Reliable 

Energy case study, 171
skill dependencies, 132
skill portfolios, 89–92
societal impacts, leadership focus on, 67
Sociocracy 3.0, 166
software security specialists, 108
specialists, improving team effectiveness 

with, 108–109, 110
splitting teams, 129–131
Sprint Review, 43–44
Sprints, 43–44
stakeholders, role in team formation, 102
status meetings, replacing with 

transparency, 143–146
strategic goals, 42, 49, 51, 54
structure, 28
subversion, 138–139
success, measures of

reinforcements and rewards, 80–85
self-perpetuating change, 163–164 

self-sustenance, 162–163
team success, 75–80, 89–92, 97–98

succession, plans for, 164–165
support, consolidation of, 132–135

attrition, 133–135
career paths and promotions, 141–142
catalytic leadership, 142–143
compensation plans, 140–141
criticism, 137
senior executives, 139–140
silent subversion, 138–139
transparency, 143–146

T
teachers, specialists as, 110
team players, identifying, 22–25
team-building workshops, 103
teams, self-managing, 20, 36, 94–97

attrition in, 133–137
bottom-up intelligence, trusting, 

94–97
career paths and promotions, 141–142
cross-functional, 107–108
cultural change and, 161–162
diversity, equality, and inclusion in, 25
effectiveness of, 27–28, 108–109
employee disengagement and, 62
empowerment of, 26–27, 55–73, 74, 

76–85
feature team model, 130
formation of, 18–25, 35–36, 109–110
fragility of, 161
impact of decision latency on, 69–73
intrinsic motivation in, 27–28
leadership support of, 104–105
nurturing of, 100–110, 122
purpose of, 29–34
refocusing, 161–162
reinforcements and rewards, 80–85, 

114–122, 140–142
role of leadership in, 17
role of stakeholders in, 102
scaling, 103–106

Z03_Eringa_Index_p173-p180.indd   178 25/04/22   2:34 PM



Index

179

size of, 128–129
specialists in, 108–109, 110
splitting, 129–131
team success, focus on, 75–80, 89–92, 

97–98
team-building workshops for, 103
as threat to traditional organization, 

58–59, 74, 76–80
trust in, 47, 48, 65–67, 94–97,  

127–128, 157–158
tell, level of delegation, 68
360-degree feedback, 118–121, 122

card game, 120–121
performance reviews, 118–119
questionnaires, 119–120

time-to-market, 50
Toyota Production System, 59
traditional leadership behaviors, agile 

counterparts for, 169–170
traditional operating model, 12–15
traditional ways of working, letting go 

of, 55–74
challenges of, 55–59
decision latency, 69–73
delegation, levels of, 67–69

hero cultures, 80, 88, 97–98
letting go in small steps, 65–67
reinforcements and rewards, 80–85
team success, focus on, 75–80, 89–92, 

97–98
visible versus invisible domains, 60–65

transformation. See change
transparency, 143–146

creating psychological safety with, 47, 
155–159

lack of, 45–46
organizational culture and, 46–48
replacing false certainty with, 92–94

trust, 157–158
lack of, 48
as precondition for transparency, 47
trust-empowerment scale, 65–67

U-V-W-X-Y-Z
unrealized value, 49
value stream maps, 69
visible domain, focus on, 60–65
vision, creating, 167
workshops, team-building, 103

Z03_Eringa_Index_p173-p180.indd   179 25/04/22   2:34 PM


	Cover
	Half Title
	Title Page
	Copyright Page
	Contents
	Foreword
	Preface
	Introduction
	Index
	A
	B
	C
	D
	E
	F
	G
	H
	I
	J-K-L
	M
	N
	O
	P
	Q-R
	S
	T
	U-V-W-X-Y-Z




