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• A quick definition of Better, Value, Sooner, Safer, Happier  

o Better is quality – quality built in, rather than inspected in later.  There are fewer 

incidents and outages, less rework and less failure demand.  More time is spent 

proactively rather than reactively 

o Value is unique – It is of value to someone – could be financial, maintaining public 

safety etc. 

o Sooner is time to market, time to learning, avoid sunk cost fallacy, pivoting, locking 

in progress and value early and often 

o Safer is Governance, Risk and Compliance, information security, data privacy and 

about customers trusting your organization 

o Happier covers customers, colleagues, citizens – it is high levels of customer 

advocacy and colleague engagement with a positive impact to society – a more 

humane way of working 

o Each of these elements balances the other. 

• A Pattern is a response to a situation that more often than not, is effective and improves 

desired outcomes – it is all about people.  It has repeatedly improved outcomes and become 

“sticky”.  It can help create a tailwind for change 

• An Antipattern is a common response to a situation that more often than not, is ineffective 

and risks being highly counterproductive.  Antipatterns are not optimized for outcomes and 

sometimes could set back an organization by a few years. 

 

• Chapter 0 

 

• In a Think Big, Start Big, Learn Slow approach, there is insufficient learning until right at the 

end – an insufficient realization of early and often slices of value and learning -  A 

deterministic mindset was being applied to an emergent domain of work 

• “What are you optimizing for?” is an important question to ask – is it for fast flow of value 

with high levels of customer advocacy and customer engagement or optimizing for value and 

time to value or optimizing for fast learning and pivoting in order to maximize outcomes in 

the shortest possible time or for running continuous safe to learn experiments with an intent 

to improve? 

• Barry O’Reilly in his book “Unlearn” talks of “Think Big, Start Small, Learn Fast” 

• Differentiating between Agile with a capital A – as a noun, a product, a set of practices – 

doing Agile does not translate into better outcomes – “agile” with a small “a”, as a verb as in 

being agile, as in exhibiting agility refers to behavior, culture and principles. 

• In Lean thinking, Daniel Jones and James Womack outline five Lean Principles 

o Value – specify value from the point of view of the customer 

o Value Stream – identify the value stream and all the steps in it from concept to cash 

o Flow – limit work in progress, stabilize flow, focus on lead time, throughput and flow 

efficiency 

o Pull – move from a push-based system to a pull based system  

o Perfection – relentless pursuit of perfection 
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Chapter 1 

 

• Focus on outcomes you want to achieve – then you will achieve agility.  Agile, Lean and 

DevOps are not the goal  

• BVSSH contains two sets of outcomes – Better Sooner Safer Happier are the how outcomes 

– they measure the improvement in the system.  Value is the what – the business outcome 

hypothesis that the system of work produces. 

• These two sets form a virtual circle – Improvements in the how leads to improvement in the 

what due to faster feedback, ability to pivot, higher quality and more engaged customers 

and colleagues. 

• Improving ways of working for product is about “value-tivity” – we want to optimize for 

value and time to learning.  Outcomes over output. 

 

 

 

  
 

• Antipatterns 

• Doing an Agile Transformation - Quite often we find that the reasons for Agile 

transformation does not focus on outcomes – but organizations focus on agile practices. 

• Using Old ways of thinking to apply new ways of working - an imposed change will never be 

successful – it will only trigger fear and resistance.  

 

• Patterns 

• Focus on outcomes – Change the focus to outcomes on Better Value Sooner Safer and 

Happier. Words such as “convince” and “resistance” should never enter the vocabulary 

while improving outcomes.  

• Start with Why, Empower the How – In addition to being clear on the outcomes, there is a 

need to clearly articulate the unique why for your organization in a way which appeals to 

intrinsic motivators.  The Why has to be about more than higher profitability, shareholders 

returns or stock prices – but more about from a society, customers, company, teams and 

individual’s perspective 

 

Chapter 2 
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• Change is best implemented through easy, often and safe to learn changes produce a lasting 

S curve of change, with quick time to value, quick time to learning, lower risk and ability to 

pivot to maximize outcomes 

 

• Antipatterns 

• The Bigger the Capital “T” Transformation, the Bigger the change curve - It fails to 

acknowledge that organizations are complex adaptive systems, that humans have a limited 

velocity to unlearn and relearn and that the pace of change cannot be forced – it is applying 

a deterministic mindset to an emergent domain 

• Scaling Agile before Descaling the work – start with small teams, small slices of value, and 

small investments, achieve big through small 

• Grass roots hit a grass ceiling – Transformation limited to software development teams 

creates isolated bubbles of agility and small agile pockets that lack middle and senior 

management support across functions.  There will be bubbles of agility in a sea of waterfalls 

with limited progress on improving outcomes 

 

• Patterns 

• Shrink to Fit - Achieve big through small - Start with small teams, small slices of value, small 

investments.  Impediments are identified earlier; experiments are safe to learn and they are 

within the risk appetite. 

• Descale before you scale - “Scaling agile” should mean exhibiting agility across the whole 

organization, rather than doing more Agile.  In order to increase agility, in order to optimize 

for fast flow of safe value, the system of work needs to be descaled – Scaling agility is 

descaling 

• Scale Agility, not Agile, vertically then sideways - it is best to work first with a vertical slice of 

an organization – with representatives from every level of the company.  This will ensure 

that the “middle management” is not missed and impediments dealt with.  

 

Chapter 3   

 

• The “why” of the transformation has to have an inspiring purpose – without which it would 

be difficult to get a buy in from all the levels in an organization 

 

• Antipatterns   

• One size fits all – there is no one size fits all for organizational agility – processes, system of 

work, environment, team, brand, scaling context, cultural context, revolution vs evolution – 

all are unique and a cookie cutter approach will not work. 

•  Inflict over invite - Mandating specific practices on people and teams from a deterministic 

and command and control mindset is an antipattern – this drives fear and resistance among 

the teams. 

 

• Patterns 

• Not one size fits all – This is about applying an agile mindset to organizational agility – to 

recognize that you have a unique VOICE   
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o Values and Principles –   Practices = Principles  + Context.  Teams should be invited 

and supported to take ownership in order to work out the best way to apply the 

principles and improve outcomes for themselves.   E.g. Amazon’s 14 Leadership 

Principles (https://customerthink.com/the-14-leadership-principles-that-drive-

amazon/)   

o Outcomes and Purpose - Organizations need to know why they are looking to 

improve ways to improve ways of working and what their desired outcomes are. 

Outcomes and Purpose provide the What and the Why for improving ways of 

working – they provide high alignment which enables empowered teams to inspect 

and adapt in their context in order to improve.  

o Intent Based leadership - with minimal visible guardrails move authority to 

information, decentralize decision making, do not impose prescription or micro 

manage – be a gardener nurturing culture.  Leadership to be a role model for 

desired behaviors and foster an environment of psychological safety. 

o Coaching and Support - Coaches and change agents should strive to be omnists – 

they must recognize and respect all bodies of knowledge without framework 

fundamentalism. Leaders at all levels should become coaches on continuous 

improvement and be coached themselves  

o Experimentation – with high alignment and high autonomy, and coaching support, 

one can run safe to learn experiments, try different approaches and use fast 

feedback to make progress.  Any experiment is the testing of a hypothesis whose 

outcome is unknown as it has not been done before either at all or in this context.  

Plan Do Study Act (PDSA),  Observe, Orient, Decide, Act (OODA), Build Measure 

Learn and Visualize, Stabilize Optimize are examples 

• Optimize for mastery – Shu Ha Ri – Approach to better ways of working should take the level 

of mastery into account optimizing for many unique contexts to increase the likelihood of 

improving BVSSH outcomes 

• Optimize for Organizational context – Revolution vs Evolution – an advantage of an 

evolutionary approach is that it builds a culture of constant improvement from the start as 

opposed to cargo cult adoption.  Revolution is about new roles, team structure, ceremonies, 

artifacts, Evolution is about honoring current roles and responsibilities and pursue 

evolutionary improvement 

• Invite over Inflict - Use mechanisms such as Dan Mezick’s Open Space Agility, Mike Burrow’s 

Agendashift, Ways of Working Community of Practice (WoW CoP) and regular reach outs to 

colleagues requesting ideas and suggestions with voting. 

 

Chapter 4   

 

• The word Leader comes from the old English “laedere” meaning “one who leads”  

• Leader is not a position.  Anyone can lead.  A leader inspires and power is given by followers 

• In order to maximize positive outcomes, everyone especially in senior roles need to be more 

a leader, less a commander, foster psychological safety and leverage the fact that product 

development and organizational change is emergent not deterministic. 

 

• Antipatterns 

https://customerthink.com/the-14-leadership-principles-that-drive-amazon/
https://customerthink.com/the-14-leadership-principles-that-drive-amazon/
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• Do As I Say, Not As I Do – the biggest lever for better ways of working, leading to better 

outcomes is behavioral. Leading requires courage, it requires exhibiting vulnerability, 

generating learning through experiments. 

• Psychologically Unsafe – Leaders operating in or fostering a pathological culture, hear no 

complaints and misinterpret silence as a sign that everything is fine.  Amy Edmondson talks 

of a correlation between the number of reported errors in hospitals and surveys on hospital 

team effectiveness – the more errors a team reported, the more effective it was – Better 

teams don’t make more mistakes – they are more willing to report the mistakes they do 

make. 

• Deterministic mindset – A culture with deterministic mindset in the context of product 

development focuses on the wrong things – milestones, predetermined detailed plans, 

velocity, output and a focus on resource utilization.  A deterministic mindset is sometimes 

also driven by a lack of trust in others, desire to micromanage and hold people accountable 

to activity and output. 

 

• Patterns 

• Leaders go first – Leaders lead from the front, guiding and accompanying people on a 

journey and modeling of desired behaviors.   Laloux “The consciousness of an organization 

cannot exceed the consciousness of a leader”.  Transformational Leadership, an enabler for 

better organizational outcomes, inspire followers to achieve extraordinary outcomes 

through being a role model, articulating a clear vision, challenging status quo and 

questioning assumptions and coaches and develops people.  Leaders at all levels must 

communicate frequently recognizing desired behavior using a range of mechanisms such as 

social media, Communities of Practice, show and tell sessions, meetups, townhalls etc. 

• Psychological safety – People need to be able to feel that it is safe to learn, safe to challenge 

the status quo, safe to question someone in a senior role, safe to run improvement 

experiments, to test a hypothesis that might fail. In Ron Westrum’s typology, a generative 

culture fosters transparency, taking steps to keep people informed and to make data 

available rather than concealing information. “It matters less as to who is on the team, and 

more about how the team works together”.  A concept of Safety 1 – which focuses on 

ensuring nothing went wrong and do a root cause analysis if it did and Safety 2 – which looks 

at why things go right and try to build a culture in which those things occur more frequently. 

•  Emergent Mindset with Servant Leadership – Here the emphasis is on Intent based 

leadership as defined by David Marquet and Servant Leadership as propounded by Robert 

Greenleaf. Adopting an emergent mindset in place of a deterministic mindset places a new 

value on continuous learning.  The role of a leader at all levels is to build a humane engaging 

rewarding workplace with purpose and meaning where people can realize their full potential 

and bring their full selves to work. 

 

Chapter 5   

 

• Typically, we notice that processes upstream of product development teams become the 

primary constraint to valuable flow.  One part of the system could be agile – but if the entire 

system or the flow is not optimized, the desired outcomes may not be achieved. 

 

• Antipatterns 
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• Local Optimization - Valuable ideas sit in 12-18 months of big upfront planning with no sense 

of urgency – however the moment it reaches the development team, they are suddenly 

urgent.  Development teams under pressure now try to cut corners, incur technical debt 

leading to lower quality and unhappy customers.  Improving the performance of a non-

bottleneck will only stack up more inventory at the bottleneck itself – and one way 

organizations try to push flow faster is through use of deadlines and milestones 

• Milestone driven predicted solutions – Project managers would set deadlines at the start of 

work when the least was known without consulting those doing the work. There would be 

finger pointing when deadlines were not met. Milestones are a suboptimal mental construct 

to use for unique change in a rapidly changing environment. Milestones with RAG status are 

usually even more culturally toxic. 

• Headless chickens - Often we find a lack of clear strategic alignment to link the work being 

done to strategic goals.  Low alignment and high autonomy without a shared purpose can 

lead disastrous results.  A focus on the worker rather than the system of work – with no time 

for continuous improvement, reflection and an emphasis on busyness – results in team 

members running like headless chickens 

• Start Starting – Reducing work in progress reduces end to end lead time, time to learning, 

time to pivot and maximizing value.  Increasing WIP increases end to end lead time – 

organizations that “Start starting” are increasing the time to value and to learning, 

decreasing agility making it harder to respond, harder to react and harder to correlate 

actions to outcomes. 

 

• Patterns 

• “Valuetivity” – It is a mindset shift from a focus on local productivity, the number of units of 

output per unit of input, to end to end valuetivity – the soonest realization of the most value 

with the least output.  This is the pivot from a deterministic mindset to an emergent 

mindset, from project to product, outputs to outcome 

• Optimize for fast end to end flow – local optimization, increasing agility in one part of the 

end-to-end flow does not optimize for outcomes.  Instead focus on and optimize for fast 

flow of safe value end to end with long lived value streams, long lived products, long lived 

teams and funding of the flow of value.  A value stream should genuinely be end to end and 

ideally have as few dependencies as possible – with low coupling and high cohesion.  The 

key should be on enabling flow, fast feedback and learning – hence a need for   multi-

disciplinary long-lived teams on long lived products on long lived value streams. 

• Outcome Hypothesis – In order to optimize for fast flow of safe value in the context of 

product development, there needs to be a shift from deterministic fixed upfront designed 

solutions to outcome hypotheses with experimentation. There needs to be a pivot from 

output to outcomes and from following a fixed plan to maximizing value. 

• Intelligent flow -  It is important that the value streams are aligned with outcome hierarchy – 

resulting in multidisciplinary teams having a shared purpose and shared mission to 

experiment on.  Business and IT work together to achieve and experiment towards desired 

outcomes with a strategic intent in mind. 

• Stop Starting, Start Finishing -  this optimizes fast flow of value and being able to pivot, time 

to value and time to learning is sooner.  Limiting WIP by pulling work rather than pushing it, 

swarming of blockers which helps manage flow also  improves agility. 
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Chapter 6  

• As the cadence of product delivery goes up, operational risk mitigations need to be built in, 

not inspected in later. 

 

• Antipatterns 

• Lack of Safety within Safety – Governance, Risk and Compliance (GRC) has to design systems 

and processes that will defend the organization against attacks that may have the resources 

of a state behind them, while balancing this need with commercial pressure to allow 

freedom to innovate.  Psychological safety is a climate in which people are comfortable 

expressing and being themselves.  Organizations reporting the fewest incidents showed the 

most devastating accidents.  When honesty and openness are replaced by fear or reprisal, 

bad news is buried, problems are hidden, risks go unreported or misreported, and learning 

does not happen – resulting in the worst possible outcome 

• Role based safety silos – Organizing by functional role based silos is an impediment to fast 

flow of safe value and in the safety context generates a number of issues.   

• Fixed Mindset to Risk – Risk and Compliance are different disciplines and can pull against 

each other.  Risk Management involves assessing realistic threats and discovering suitable 

responses whereas compliance discipline involves adherence to predetermined 

requirements. 

 

• Patterns 

• Safety within Safety – Psychological safety is critical in the context of the safety functions of 

an organization.  Amy Edmondson talks of four dimensions to psychological safety – attitude 

to risk and failure, open conversation, willingness to help, inclusivity and diversity.  It is 

important to conduct blameless port mortems on a regular cadence, consider “bad actor” 

use cases as well as customer journeys while designing solutions and establish a partnership 

between Safety SMEs and product teams to create common goals and innovate new control 

patterns that meet control objectives.  

• Organize safety by value stream – optimize for fast flow of safe value by applying the same 

approach for safety functions as with Product development teams – such as having a cross 

functional long lived safety team aligned to value streams.  Having a Safety SME similar to 

the Centers of Excellence construct could help in determining what business outcomes the 

Safety SMEs need to engage in with respect to risk management and assurance 

• Intelligent Control – creating an environment where the value stream aligned team and the 

Safety team collaborate daily as part of normal flow of work would greatly help in optimizing 

end to end flow.  Continuous engagement between product teams and safety teams, having 

risk stories built into the backlog, build an awareness of risk among product  teams, 

identification and tracking of risk related metrics, tooling  and active leadership support 

would go a long way to address the product -safety divide. 

 

Chapter 7  

• In organizations with traditional ways of working, change is staccato – there are long periods 

of statis, then a burst of disruptive change.  There is lack of ongoing continuous 

improvement – resulting in suboptimal outcomes.   

 

• Antipatterns 
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• Going Faster leads to Going slower – Here teams are a feature factory churning out stuff – 

with a strong emphasis on output and no time for refactoring, code maintenance and 

continuous improvement resulting in low productivity, low code quality, high technical debt 

and low morale and motivation among team members – all this bears resemblance to 

servicing a car regularly, with no maintenance, the car would break down sooner rather than 

later. 

• Agile Hollow Shell – Agile is followed only in its skeletal form – with no focus on technical 

excellence, the resultant outcomes are only suboptimal 

• Misalignment of teams and architecture – technical architecture and people architecture are 

not optimized or are not in alignment.  Conway’s law takes effect  

•  Tools over people  - A focus only on tooling will have little improvement on outcomes if 

processes, the system of work and behavior norms, how people are organized, incentivized, 

are not changing.  Rather than tooling first, it should be people – process – tooling in that 

order 

 

• Patterns 

• Go slower to go faster – High performing organizations recognize that they need to go 

slower to go faster.  A continuous attention to technical excellence is required and this can 

be achieved through visualization (making work visible), prioritize improvement of daily 

work over daily work, coaching technical excellence and measuring and feedback loops.  

There are at least four types of work (new features, failure demand, risk stories, 

improvement stories) as per Dominica DeGrandis and Features, Defects, Risks and Debts as 

per Mik Kersten.   Go Slower to Go Faster is achieved by four key aspects – Visualize, 

prioritize improvement of daily work over daily work, coaching technical excellence and 

measuring and feedback loops 

• Continuous technical excellence - Technical excellence through everyday work focused on 

team and individual levels. Provide craft servant leadership support for both software 

engineering and infrastructure engineering and excellence in enterprise level architecture 

development. 

• Architect and organize for flow - Organizations orienting towards value streams are 

optimizing for fast flow of value.  The architecture of technology in enterprises with large 

legacy technology estates will constrain the most efficient structure of the organization 

unless deliberate efforts are made to improve both.  Some of the options include having 

temporary shared service value streams, designing for team cognitive load,  and not to just 

manage dependencies but break them 

• Smart people and Smart teams with Robot friends - Matching smart people with smart 

teams with robot friends (tooling) leads to better value sooner safer happier – as tooling per 

se without taking the human factor does not optimize for outcomes.  Here we have four 

parts to this pattern – change culture through behavior – start small and experiment,  

develop technical careers. Autonomation – automation with a human touch, build resilience 

through chaos engineering and fast feedback loops 

 

Chapter 8  

• Teams must be able to communicate, collaborate, cocreate, reflect share what they are 

discovering and build a learning ecosystem irrespective of location or mother tongue 
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• Antipatterns 

• Information and Learning Silos – Mary and Tom Poppendieck have estimated that close to 

50% information is lost in each handoff – so by the 4th handoff, the recipient gets just 6% of 

the knowledge associated with the work.  With teams working in projects, it goes through 

the Tuckman’s stages and before they get to be a high performing team, the teams are 

dissolved once the project is over.  

• Outputs over Outcomes - In an old automotive factory there is a correlation between 

busyness and productivity – and these principles are being applied in knowledge work as 

well in terms of lines of code / story points / features developed versus the outcomes for the 

customer.    

• The Bubble effect - The tribal instinct for the “need to belong” also has a flip side in that 

there is an instinct to exclude – which promotes social bubbles resulting in a silo mentality.  

Groups / Tribes could be formed along these silos – such as architects, UI, developers, 

testers etc. that would lack having a systemic approach to resolving problems. 

• Applying a Deterministic approach to an emergent domain -  A deterministic mindset 

typically comes up with a command and control style leadership – the focus would be on 

deadlines often missing on the learning / pivoting aspects of it 

• Weaponized metrics – “When a measure becomes a target, it ceases to be a good measure”.  

The focus is on meeting targets, not on inspecting and adapting in order to maximize 

outcomes – could promote unethical behavior patterns.  Having daily standups only or 

having an automated pipeline without a lack of technical excellence would not result in 

better outcomes. 

 

• Patterns 

• Optimize for learning - With today’s knowledge becoming obsolete very quick, members 

would need to unlearn and relearn much more quickly – which Barry O’Reilly calls it unlearn, 

relearn, breakthrough (where you break old mental models and embrace new perspectives).  

It is important to differentiate between tacit knowledge, information that is difficult to 

transfer and explicit knowledge which can be written, transmitted and easily understood by 

the recipient.  Other means of optimizing for learning are identifying and breaking silos to 

ensure end to end transparency and foster self-organizing teams with all the skills needed to 

ensure a fast flow of safe value, feedback and learning end to end. 

• Nested learning with built in feedback loops – In a learning organization, continuous learning 

happens at the individual level, team level and organizational level – and the absence of any 

of these layers would keep knowledge siloed inside learning bubbles. 

• Communicate, Communicate, Communicate – Some of the ways to bring out the 

disconnected bubbles in a learning organization include awards (intra-organization 

competitions to communicate through storytelling, case studies, experience reports,   

newsletters etc.), Communities of Practice(voluntary groups aligned to a Centre of 

Excellence, guild or practice with a senior leader as a sponsor), ASREDS learning loop (Align, 

Sense, Respond, Experiment, Distill, Share) 

• Be comfortable with uncertainty – A VUCA world demands an experimental mindset as 

brought out by Carol Dweck in her famous book “Mindset” – Fixed and Growth Mindset.  

Gen Stanley McChrystal has contrasted leaders who are like chess masters and feel a need 

to control every aspect of the organization with leaders who are like gardeners who create a 

leader nurturing culture 
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• Measure for Learning – the measure for learning is complex, comes in layers, starting with 

data from the inner most layer and builds up through metrics, analytics and visualization.  

Data shouldn’t be used as a stick but for learning and continuous improvement. 

 

Chapter 9  

 

• A set of steps to get you started on the journey to optimize outcomes across the 

organization are  

o Start with why – Use the 5 Whys technique to explore why change – helps enable 

deeper level thinking.  Look at goals from an oblique angle with focus on quality, 

value, time to market, safety, happiness – you are more likely to achieve financial 

goals 

o Focus on outcomes – BVSSH – Focus on the outcomes not just the processes or 

practices. Visualize and measure these outcomes.  Together, Better, Value, Sooner 

Safer and Happier outcomes reinforce and balance each other.    

o Leaders go first – there is a need to engage the leadership team who epitomize 

trust, be a role model and ensure psychological safety for other members.  

o Create a ways of working Center of enablement -  There is a need for a small agile 

team, preferably well networked in the organization,  with multi-disciplinary skills 

complemented with coaches and teams focused on key enablers. 

o Start small and create an S curve change – Minimize time to learning by running fast, 

safe to fail experiments.  Think big, Start small, Learn Fast should be the motto – 

running one experiment at a time. 

o Invite over inflict – Invite participation and have voluntary ways of working 

communities of practice.  Inviting participants attracts the pioneers who are 

passionate and wiling to take the bumpy journey and are willing to deal with 

impediments 

o Involve everyone from top to bottom – There is a need for both the top down and 

bottom-up leadership.  Improvement Kata and Coaching Kata could be useful tools 

in this perspective.   

o Bias to action – Communicate, Communicate, Communicate – Communicate three 

more times than you think you need to – use communication channels to reinforce 

the why, the values and principles, the outcomes, to recognize desired behaviors 

and to do story telling.  Share learning through internal conferences, communities of 

practice etc. 

o Become a Relearning Organization    - It takes years for sustaining lasting culture 

change for genuine agility.  With an S curve, it is important that every one 

continuously inspects, learns and adapts aligned to outcomes with leadership and 

coaching at all levels – in becoming a relearning organization 

 

xxxxxxxxxxxxxxxxx*********************** xxxxxxxxxxxxxxxxx 
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Source : https://itrevolution.com/sooner-safer-happier-free-downloadable-poster/ 

 


