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ABSTRACT 

Agile software development and Agile leadership are widespread topics nowadays. 

Management 3.0 framework is a new framework for Agile leadership implementation within 

the software development organization. We have performed research that should answer such 

question as, what are the difficulties related to and the best practices of Agile leadership 

implementation in software development organizations through the prism of Management 3.0 

framework views. In order to do this we have performed the review of the concepts related to 

the Agile software development, have described the Agile leadership itself, have described 

Management 3.0 Agile leadership framework, and have performed the review of Agile 

leadership implementation related studies. Afterwards, we have created a collection of 

important difficulties related to, and best practices of, Agile leadership implementation while 

sorting them between Management 3.0 views. The collection is based on interviews we have 

conducted between Management 3.0 appliers and on the data from the related studies. This 

collection visualized as table is the answer to the research question. 

 

Keywords: Management 3.0, Agile leadership. 
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TERMINOLOGY AND DEFINITIONS 

Table 1. 

Terms and Definitions 

Term Definition 

Holism Philosophical view on the complex system that it 

and its properties should be viewed as the whole, 

not as the collections of parts. 

Reductionism Philosophical view on the complex system that it 

is just the sum of its parts, and that an account of 

it can be reduced to accounts of individual 

constituents. 

Hierarchical Reductionism View that complex systems can be described as a 

hierarchy, wherein each level can be described in 

terms of parts one level down in the hierarchy but 

not lower. 

PMP (Project Management Professional) Credential offered by PMI (Project Management 

Institute). 

Regression Testing Testing of the whole system that is performed 

after any change is introduced. 
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1. INTRODUCTION 

1.1. Background of Study  

Software is an important part of today´s civilization. There are numerous activities in 

our daily lives that are supported by computer assisted services. There are several 

development activities that have been performed to create this software available for daily 

usage. In most cases they are: 

 analysis of the needs; 

 specification of the analyzed needs; 

 design of the solution; 

 implementation of the solution; 

 testing of the implemented solution; 

 deployment of the implemented and tested solution; 

 bug fixing and maintenance of the deployed solution. 

There is no best software development methodology for every activity, it depends on 

the context. But, despite the context, every methodology must give the expected results as 

quickly as possible, while coping with the difficulties in the undertakings and expectations, 

and minimizing the resource consumption. 

There are a lot of people working in the software development field, and, therefore, 

the organizations that are involved in software development have to be managed properly, and 

in some cases differently from the classics, to reach the goals. This problem is acknowledged 

by Nicholas & Steyn (2012, p.xxviii): “To cope with complex kinds of activities and great 

uncertainty, new forms of project organization and new practices of management have 

evolved.” 

In February 2001 there was a meeting that resulted in definition of the Agile 

Manifesto (Beck et al., 2001a; see Appendix A) and 12 Agile Principles (Beck et al., 2001b; 

see Appendix A). We see the importance of the efficient management of software 

development processes using Agile methods due to the fact that 80% of all involved 

organizations have implemented Agile practices, according to the report “State of Agile 

Survey 2011” (VersionOne, 2011, p.2). The same survey also points out those three greatest 

concerns about adopting Agile are clearly connected to management: lack of upfront 

planning, loss of management control and management opposition (VersionOne, 2011, p. 2). 

It decreases the benefits of Agile through taking additional human resources and adding extra 



9 
 

costs. This creates misleading distrust to the approach and shows the importance of using 

Agile leadership in proper way when performing transformation to Agile. 

Nowadays many European software development organizations that are using, or want 

to start using, an Agile management approach send their employees of appropriate positions 

to Management 3.0 trainings. Management 3.0 is an Agile leadership framework compiled by 

Appelo (2010) and presented in the book “Management 3.0: Leading Agile Developers, 

Developing Agile Leaders.” Appelo tries to formulate different Agile leadership views 

through the prism of complexity thinking and also provides tips and tricks on how to 

introduce Agile within the organization. The work on this master thesis has begun from the 

acknowledgment with the given framework. 

 

1.2. Research Questions 

We have defined following research question: 

1) What are the difficulties related to and best practices of Agile leadership 

implementation in software development organization through the prism of 

Management 3.0 framework views? 

 

1.3. Purpose – Expected Outcomes 

In Sweden, stakeholders have shown a great interest in how to improve the 

management of Agile software development. This curiosity has been reflected in both official 

and company-specific seminars and trainings on Management 3.0, conducted by Knowit 

consultants and Jurgen Appelo. They have been very well attended and also overbooked for 

several times. 

Latvia is a home of some delivery centers of the international custom software 

development companies (Accenture, Exigen Services, Tieto etc.) and there are some software 

development companies that are competitive on the international market (C.T.Co, Evolution 

Gaming, Odnoklassniki, Lattelecom Technologies etc.). All of them adopt Agile software 

development methods and invest in Agile management training. Jurgen Appelo has already 

visited and participated in Agile Riga Day 2012 and has conducted several Management 3.0 

classes as well. 

Our selfish goal is to improve Agile thinking and Agile approaches that are used 

within the software development organizations we work for to follow the trend that is proven 
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to provide many benefits for its followers. Thus we decided to explore Management 3.0 

framework that offers the set of leadership approaches and suggestions for management to 

handle with the dynamics and complexity in Agile software development as one of the 

possible candidates to be applied. We also are focusing on the challenges coming from the 

introduction of Agile leadership in general and Management 3.0 framework in particular that 

can be useful for those managers interested about the topic. 

 

1.4. Research Process and Structure of the Thesis  

To answer the research questions the following activities to be performed: 

1) Introduction to and recognition of the place of Agile software development to 

be given. 

2) Management 3.0 Agile leadership framework to be studied. 

3) Publications on Agile leadership and challenges in its introduction to be 

explored. 

4) Management 3.0 coaches and appliers to be interviewed to learn the difficulties 

they have met during Management 3.0 framework or its parts introduction. 

5) Analysis of all findings including interview results and previous studies on the 

topic to be performed to generate the collection of the difficulties with and the 

best practices of Agile leadership implementation through the prism of 

Management 3.0 framework views. 

This master thesis consists of six main chapters: Introduction, Research Methodology, 

Theory, Collecting and Presenting Empirical Data, Analyzing Findings, and Conclusion. 
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2. RESEARCH METHODOLOGY 

2.1. Scope of Case Study 

The objective of our master thesis is exploratory. Literature review of the subject was 

performed at first. Qualitative method such as one-on-one interview using predefined guide 

with topics to be covered was used to perform a case study afterwards. Management 3.0 

coaches/ consultants and trainees were interviewed to learn the challenges they faced during 

Management 3.0 introduction in the software development organizations they work or worked 

for. Thus the question of the conducted case study is “What are the Challenges in 

Management 3.0 Introduction within Software Development Organizations?” It is worth to 

mention that answers gained through the interview process resulted not only in collecting the 

challenges, but also in collecting the best practices of Agile leadership implementation. It has 

appeared so, because almost every respondent tried to give a suggestion on the topic.  

According to Yin (2009, p.46) the type of design of case study conducted within the 

thesis is embedded single case study with multiple unit of analysis. Context on Figure 2.1. is a 

Software Development Companies, Management 3.0 Introduction is a Case, and Individual 

Experience of Every Participant is a Unit of Analysis.  

This case study is limited to the affected managers’ and Agile coaches’ experience of 

Management 3.0, as well as to their quantity. 

 

 
Figure 2.1. Design of the conducted case study 
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We have created the guide with topics to be covered in interview that consists of 18 

questions separated into 16 sections; every section is related to the single chapter of 

Management 3.0 book by Appelo (2010). The guide itself can be found in Appendix C. 

Questions and answers to questions related to chapter 1 and chapter 3 of the book (i.e. 

questions 1 and 3), i.e. related to holism, reductionism, and complex thinking are expected to 

be fuzzy as problems that they cover are very complex in their nature itself. But it is worth to 

ask them to cover the whole background of Management 3.0 framework. Other questions are 

quite precise and can help to build the structured list of challenges related to Management 3.0 

implementation. It is worth to mention that only answers on these precise questions that are 

directly related to Management 3.0 structured views were analyzed. As mentioned earlier, this 

data combined with the knowledge of challenges related to other Agile leadership model 

implementations gathered through literature review can help to build quite a holistic list of 

things to be aware of when own Agile leadership model is implemented. 

As interviewees present two different groups – coaches/ consultants and managers, it 

makes the gathered data more broad. This is so because coaches/ consultants, in most cases, 

have experience in Agile leadership model implementation in more organizations than 

managers do. But managers in most cases deal more with the implemented models, thus they 

can tell more about the problems that become visible later after the implementation. 

 

2.2. Description of the Interviewing Process 

We have performed mostly personal one-on-one interviews, but meeting with 

Management 3.0 coach/ consultant was held using telephone. The language of interview was 

the native language of interviewee, thus interviews were held in Russian, Latvian, and 

Swedish. Interview length was 4-5 hours in average. The questions were sent to interviewees 

at least one week in advance, so that they had a chance to remember and prepare more aspects 

and details of what was asked. We made notes during interview using pen and paper. Personal 

one-on-ones were held on evenings or weekends while enjoying some snack in Riga’s cafes. 

This made an atmosphere of interview very pleasant and friendly. 

 

2.3. Challenges Faced during the Interviewing Process 

There were not so many challenges during interviewing process itself. The problems 

were with the constant rescheduling and cancellation of meetings/ calls due to the high load of 
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the potential respondents in Sweden. It led to that we have interviewed only one coach/ 

consultant (there are no such people that specializes exactly on Management 3.0 in Riga). 

 

2.4. Data Sampling 

We interviewed 12 managers from 7 companies in Latvia and 1 Management 3.0 

coach/ consultant from Sweden. Interviewees-project managers asked to appear in our 

research anonymously, because they all represent software development organizations that are 

direct and indirect competitors; plus they did not want to ask for additional authorization from 

their employer in order to answer our questions that showed that some of the Agile leadership 

implementation challenges were faced due to nature of their organizations. 

 9 managers from Latvia represented outsourcing software development organizations. 

3 managers from Latvia represented IT departments of financial organizations. The Coach/ 

consultant from Sweden represented an IT consulting company. The mapping between 

interviewees and organizations can be seen in Table 4.1. 

Table 2.1.  

Mapping between Interviewees and Organizations 

Interviewee Role/ Experience Organization Organization Type 

1 Experienced Test Manager A SD (Outsourcing) 

2 Young Project Manager A SD (Outsourcing) 

3 Young Project Manager B SD (Outsourcing & Own Products) 

4 Experienced Project Manager, 

PMP 

B SD (Outsourcing & Own Products) 

5 Newbie Project Manager B SD (Outsourcing & Own Products) 

6 Experienced Project Manager, 

PMP 

C SD (Outsourcing & Own Products) 

7 Young Project Manager C SD (Outsourcing & Own Products) 

8 Young Project Manager D SD (Outsourcing & Own Products) 

9 Experienced Project Manager, 

PMP 

E SD(Outsourcing) 

10 Young Project Manager F Financial 

11 Experienced Team Lead F Financial 

12 Experienced Team Lead G Financial 

13 Experienced Management 

Consultant 

H IT Consulting 

Abbreviations used: SD- Software Development 
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We will provide the background of the organizations first, so that the background of 

the interviewee could be easier applied to the background of the organization afterwards. 

Organization A is a Latvian branch of a global management consulting, technology 

services and outsourcing company, with approximately 261 000 people serving clients in 

more than 120 countries. This company is associated with the USA, despite the fact that it is 

incorporated in Ireland. The Latvian branch consists of approximately 500 people and mainly 

does outsourcing software development. It makes software both for governmental and private 

clients, in Latvia and worldwide. 

Organization B is a Latvian company that is a member and the main strategic R&D 

partner of an international Information Technology and Internet - oriented Solutions Provider 

based in Luxembourg. It has about 300 people working in Riga and about 50 people working 

in Minsk, Belarus. It operates both as an outsourcing software development organization, as 

well as it makes its own solutions for enterprises and single consumers. Its main clients are 

Swiss financial organizations. 

Organization C is a Latvian branch of technology transformation consulting and 

global sourcing company with headquarters in San Francisco, CA, USA. There are 1 400 

people working in the company worldwide, and about 500 of them work in the Latvian 

branch. The Latvian branch mainly does outsourcing software development, as well as is 

involved into own insurance product development. It makes software both for governmental 

and private clients, in Latvia and worldwide. 

Organization D is a Latvian branch of the global IT service company providing IT and 

product engineering services with headquarters in Helsinki, Finland. There are 16 500 people 

working in the company worldwide, and about 600 of them work in the Latvian branch. 

Latvian branch manly does outsourcing software development, as well as it is involved into 

the development of own solution for banking cards. It makes software both for governmental 

and private clients, in Latvia and worldwide. 

Organization E is a Latvian IT company that is owned by Latvian government. There 

are 200 people working in the company. It mainly makes software for governmental clients in 

the Baltic States. 

Organization F is a Latvian financial organization that is one of the leading short-term 

loan providers throughout the world. Its IT department consists from about 50 specialists. 

They make software for almost all offices of the company. 

Organization G is a Latvian branch of Swiss financial organization that operates 

mainly on Forex market. Its Latvian IT department does mainly software development. It 
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consists from about 60 specialists, and it is the largest IT department between the all branches 

of the company. It makes both software that is used by company clients, as well as software 

for internal use. 

Organization H is a Swedish IT consulting company Knowit. Knowit specializes in 

Application Management, Business & IT Management, Information Management, System 

Development, Technology Management, Test & Quality Management, and Web & 

Collaboration. Interviewee is a senior consultant that has extended experience of 

implementation of Agile leadership in general and Management 3.0 in particular for several 

large Swedish and international companies. 

Interviewee 1 is a test manager with more than 10 years of management experience. 

He is Management 3.0 self-learner, and he presents his difficulties in Agility implementation 

in a large iterative project (about 150 people overall and about 75 in Latvia, broken into small 

teams). 

Interviewee 2 is a young project manager that currently leads the small project that 

consists of 6-7 people. He also has read Management 3.0 book by himself, and he tries to 

improve the collaboration between people of his small project that runs adopting Agile 

methodologies. 

Interviewee 3 is a young project manager that leads the mid-size project that consists 

of 15 people. He attended Management 3.0 course by Appelo a year ago. He shares his 

experience on adoption of some of the Management 3.0 views with support of the top 

management. 

Interviewee 4 is an experienced project manager, PMP that currently leads the most 

Agile Mobile department of the company that consists of 30 people. One of us (Ivans) is the 

person who shared Management 3.0 book with him. He shares his experience in Agility 

leadership through the prism of Management 3.0 views. 

Interviewee 5 is a newbie project manager that leads the small project that consists of 

6 people. He has read Management 3.0 book by himself. He shares the information about the 

difficulties of Agile leadership implementation and development throughout the 2nd project 

led by him. 

Interviewee 6 is an experienced project manager, PMP that currently leads the mid-

size project that consists of 20 people. He has attended Management 3.0 training. He finds 

and shares the difficulties he has encountered when trying to stabilize scope, cost, schedule, 

and quality constraints. 

Interviewee 7 is a young project manager that leads a couple of small (3-5 people) 

projects. He has read Management 3.0 book by himself to enlarge his knowledge in this 
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domain. He shares the statements from the book that helped him to improve the Agility in 

already Agile projects led by him. 

Interviewee 8 is a young project manager that leads his first small project. He has read 

Management 3.0 book by himself to become introduced to Agile leadership. He shares his 

observations on how the implementation of Management 3.0 views can be found throughout 

the company he works for. 

Interviewee 9 is an experienced project manager, PMP that coordinates couple of the 

projects of the different sizes. He has read Management 3.0 book by himself in order to 

introduce Agile leadership into the project teams, despite the hierarchical nature of the 

organization. 

Interviewee 10 is a young project manager that coordinates several small project teams 

(3-4 people each). He has attended Management 3.0 training. He shares his experience of 

successful Agile leadership implementation. 

Interviewee 11 is an experienced team lead of the small project team that consists of 4 

people. He has attended Management 3.0 training. He shares his experience of successful 

Agile leadership implementation as well. 

Interviewee 12 is an experienced team lead of the small project team that consists of 5 

people. He has read Management 3.0 book by himself. Now he tries to invent the Agile 

leadership and practices that are suitable for the context of the organization he works for. 

Interviewee 13 is an experienced management consultant whose expertise includes 

Management 3.0 practices. He shares his thoughts on Management 3.0 implementation in 

some Swedish companies. 
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3. THEORY  

3.1. Literature Review Structure 

Relation between theoretical concepts and aspects about Agile leadership and 

Management 3.0 is depicted on Figure 3.1. Most of the theories selected are operations 

management theories (i.e. related to overseeing, designing, controlling, and redesigning 

business operations of the process of production) rather than strategic management theories 

(i.e. related to specifying the organization's mission, vision and objectives) (Slack et al., 

2004). It is worth to mention that Management 3.0 framework itself covers some aspects of 

strategic management as well (through moving aspects of Agile leadership approach to the top 

organizational level). 

 
Figure 3.1. Relation between theoretical concepts and aspects about Agile leadership and 

Management 3.0 
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3.2. Manufacturing Enterprise Process Improvements Methods 

It is worth mentioning different popular manufacturing enterprise improvements 

methods, because they all influenced software development organizations as well, especially 

in the beginning (i.e. about 30 years ago). About 10-15 years ago, the majority of modern 

software development organization started to adopt Agile software development methods 

while moving and developing this management approach much faster than manufacturing 

organizations. 

3.2.1. TQM 

Total Quality Management method is focused on the customer (customer determines if 

product is successful), total employee involvement, process-centering, integrated system, 

continual improvement, fact-based decision making, and communications (it must involve 

strategies, method, and timeliness). 

3.2.2. Six Sigma 

Six Sigma improves the quality of process through identifying and removing causes of 

errors and minimizing variability in processes. It is mainly characterized by statistical 

methods. People within Six Sigma organization are differentiated based on “belts” system 

(“Champions”, “Black Belts”, “Green Belts”, “Yellow Belts”, etc.) that are experts in these 

methods. All steps of the Six Sigma projects have quantified value targets. (Eckes, 2003) 

3.2.3. Lean/ Agile 

Lean is focused on "absolute elimination of waste" (Ohno, 1988, p. 4). 7 different 

wastes to be eliminated to reach lean production (Ohno, 1988, pp. 19-20): 

 waste of overproduction; 

 waste of time on hand (waiting); 

 waste in transportation; 

 waste of processing itself; 

 waste of stock on hand (inventory); 

 waste of movement; 

 waste of making defective products. 

Team responsibilities are not limited to the definite assembly tasks. The team is 

responsible for housekeeping, minor tool repair, and quality checking as well. The team is 
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involved in the continuous, incremental improvement process, kaizen, by collaboration with 

the industrial engineer. 

Agile manufacturing is an extension to lean manufacturing. Agility consists from four 

components: delivering value to the customer, being ready for change, valuing human 

knowledge and skills, and forming virtual partnerships. First three components are applicable 

for Lean manufacturing as well. (Goldman et al., 1995) 

3.3. Software Development Methods 

3.3.1. Waterfall-model 

The Waterfall-model is a sequential development process. Progress flows from the top 

to the bottom, like a cascading waterfall. The steps usually are System Requirements, 

Software Requirements, Analysis, Design, Coding, Test, Use. (Spillner et  al., 2011) 

 

3.3.2. RUP 

Rational Unified Process (RUP) is based on the Waterfall-model. It requires the model 

to be implemented within the whole organization. It is an improvement of the waterfall model 

by adding iterative approach as well as promoting the six best practices like developing 

iteratively (with risk as the primary iteration driver), managing requirements, employing a 

component-based architecture, modeling software visually, continuously verifying quality, 

and controlling changes. (Kruchten, 2004) 

3.3.4. V-model 

V-model is enhancement of the Waterfall-model. Test levels on the left side of V 

correspond to the appropriate abstraction levels of construction on the right side of V (Spillner 

et  al., 2011). General V-model is depicted on Figure 3.1. 

 
Figure 3.2. General V-model (Spillner et  al., 2011) 



20 
 

3.3.3. Rapid application development (RAD) 

Rapid application development (RAD) is a software development methodology where 

planning is substituted by rapid prototyping. Removing extensive pre-planning generally 

leads to software is produced much faster. It also makes the process of requirements change 

easier. This method is not suitable for safety-critical software development. (Martin, 1990) 

3.3.5. Agile 

Lean/ Agile manufacturing process has inspired IT people to accept similar values in 

software development. It resulted to definition of the Agile Manifesto (Beck et al., 2001a; see 

Appendix A) and 12 Agile Principles (Beck et al., 2001b; see Appendix A). There is a 

statement of Manifesto “Individuals and interactions over processes and tools” and there is an 

Agile principle “The best architectures, requirements, and designs emerge from self-

organizing teams”. They show that Agile gives a lot of freedom to every individual, while 

promoting self-organization of the team as the key of success of the whole development 

process. Many different Agile software development methods have emerged on the basis of 

this Manifesto, most popular of which are listed in the next chapter. 

3.4. Agile Software Development Methods 

3.4.1. Scrum 

Scrum relies on a self-organizing, cross-functional team. The Scrum team is supported 

by a Scrum Master and a Product Owner. The scrum Master helps the team implement Scrum 

processes on the highest level, while the Product Owner represents the business. 

Scrum iteration units are called Sprints and should not be more than a month long. In 

the beginning of each Sprint it is decided which features from the project backlog will be 

implemented. The Daily Scrum is a meeting that is conducted each day of the Sprint. Progress 

from yesterday, plans for today, and any problems to be mentioned by each team member. At 

the end of each Sprint, the planned features should be done. Definition of Done should be 

agreed before the project begins. Completed features are shown to the Product Owner and 

other stakeholders. Each Sprint ends with a Sprint Retrospective to reflect over the process 

and look for improvement potentials. (Cohn, 2010) 

Commitment and Focus, Openness, Respect, and Courage are supposed to be the main 

values of Scrum. 
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3.4.2. Kanban 

Kanban as concept can have two different use in software development: 

1. Kanban is a method to visualize what is in backlog, the status of ongoing tasks and 

what has been produced. It is the pull system described by Ohno (1988). 

2. Kanban is an Agile management method. Kanban management method has four 

principles like start with what you do now, agree to pursue incremental, change 

evolutionary, respect the current process, roles, responsibilities and titles, and 

implement leadership at all levels. Kanban management method has also six core 

practices like workflow visualization, limiting work in process, managing the 

workflow, making policies explicit, implementing feedback loops, and improving 

collaboratively while evolving experimentally. (Anderson, 2010) 

 

3.4.3. Lean 

There are seven wastes according to Lean in software development process: 

(Poppendieck & Poppendieck, 2003) 

 Partially Done Work - make software only when you instantly have a need of 

them; 

 Extra Processes - should be kept only if they add value; 

 Extra Features – include only features desired by the customer; 

 Task Switching – focus to finish the ongoing tasks until it is done; 

 Waiting - developers should work without interrupts, uncertainty is adding 

lead time to the task; 

 Motion – do not move software artifacts between developers due to knowledge 

transfer lead time; 

 Defects - must be detected as early as possible, and most preferably completely 

avoided. 

 

3.4.4. Extreme Programming (XP) 

Extreme Programming (XP) package consists of such development practices: 

1. Review code all the time (pair programming; 

2. Everybody tests all the time (coders and users); 

3. Use simplest possible design that works; 
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4. Work to define and refine the architecture all the time; 

5. Integrate and test several times a day; 

6. Really fast iterations (releases): seconds, minutes, hours, not weeks or months. 

XP promotes such values as Communication, Simplicity, Feedback, Courage, and 

Respect. Beck (1999) 

 

3.5. Leadership Styles 

3.5.1. Evolving Models of Leadership 

IT society has identified that a new style of leadership – Agile leadership - is needed 

to manage knowledge workers that are adopting Agile software development. 

Dubinsky & Hazzan (2010, p.33) present Table 3.1. with different models of 

leadership that was adapted by Huff & Moeslein, and originally taken from Drath (1998).  

They find Agile leadership within software development fitting “modern” and “future” 

leadership styles. It is worth to mention that “modern” leadership style fits to transformational 

leadership style, as described by DuBrin (2010, p.86). 

Table 3.1. 

Evolving Models of Leadership (Dubinsky & Hazzan, 2010, p.33) 
 Ancient Traditional Modern Future 

Idea of 

Leadership 

Domination Influence Common goals Reciprocal 

relations 

Action of 

Leadership 

Commanding 

followers 

Motivating 

followers 

Creating inner 

commitment 

Mutual meaning 

making 

Focus of the 

Leadership 

Development 

Power of the 

leader 

Interpersonal 

skills of the 

leader 

Self-knowledge 

of the leader 

Interactions 

within the group 

 

3.5.2. Leadership Style’s Scales 

Dubinsky & Hazzan (2010, pp.33-34) also present different leadership style’s scales 

that can be found in software development environments. These scales are: 

 From dictatorship or autocracy to democracy; 

 From directive to permissive leadership; 

 Task-oriented leadership versus people-oriented leadership; 

 Emotional-intelligence; 
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 Ad-hoc leadership; 

Emotional leadership is a relative new leadership style scale that is based on the ability 

of the leader to elevate emotions for leadership improvement (Goleman, 1998, as cited in 

Dubinsky & Hazzan, 2010, p.34). 

 

3.5.3. Levels of Leadership Agility 

Joiner (2009) divides managers by mastery of applying Agility in leadership. His 

research of 700 managers has shown that there are 10 % of managers who are on “pre-expert” 

level of Agility, 45 % of managers are on “expert” level of Agility, 35 % of  managers are on 

“achiever” level of Agility, and only 10 % of managers are on “catalyst” level of Agility. All 

these levels are based on the managers’ view on leadership and based on theirs behavior 

within three “action arenas”: leading organizational change, improving team performance, 

and engaging in pivotal conversation. 

He shows that every view on leadership depending on the level of Agility can be 

applied to and is best suited for different types of complexity and stability of the organization. 

Tactical and problem-solving orientation of the expert level is best suited for relatively stable 

and low complex organizations. Strategic and outcome orientation of the achiever level is best 

suited for moderately complex environments with episodic changes. Environments with great 

amounts of uncertainty (like software development), require visionary and facilitative 

orientation from the manager. Such orientation is related to the catalyst level of Agility. 

Research by Joiner (2009) has shown that managers on the expert and achiever levels 

have so called “heroic” leadership mindset, i.e. they are responsible for everything. Managers 

on the catalyst level have “post-heroic” leadership mindset, i.e. they create environments that 

promote high involvement of and shared responsibility between all team members.  

There are four Agility leadership competencies that are related to catalyst Agility 

level, according to Joiner (2009). They are context-setting Agility, stakeholder Agility, 

creative Agility, and self-leadership Agility. 

3.6. Agile Leadership and Its Implementation Frameworks 

3.6.1. Ad-hoc Leadership 

Ad-hoc leadership is the new leadership style that is promoted by Dubinsky & Hazzan 

(2010) to be used when project or organization is in the process of transition to Agile software 
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development. This style can be adapted to regular Agile software development processes as 

well. Its main characteristics are: 

 Change Leader (CL) – role that is authorized to make changes in the given 

domain without additional authorization; 

 Three-pole scale: the team, the customer, and the management; CL works 

closer with any group depending on the circumstances; 

 Temporal manner of leadership – it emerges when there is a need for Agile 

solution of the problem to be provided by CL. 

It is worth to mention that even Dubinsky & Hazzan (2010) call ad-hoc leadership as a 

leadership style, we treat it as Agile leadership implementation framework. 

 

3.6.2. Management 3.0 

The Management 3.0 model consists of 6 views that are depicted on the Figure 3.3.: 

 Energize People 

 Empower People 

 Align Constraints 

 Develop Competence 

 Grow Structure 

 Improve Everything 

 

 
Figure 3.3. Martie, the Management 3.0 model (Appelo, 2010) 
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Energize People 

According to Appelo (2010, p.369) “people are the most important parts of an 

organization and that managers must do all they can to keep people active, creative, and 

motivated.” 

People energizing occurs through allowing them to participate in innovative 

organizations. Innovation is a key to survival for many organizations. It can be divided into 

five “cogs” (Appelo, 2010, pp.51 - 54): 

 Knowledge – enables knowledge workers to be productive. 

 Creativity – helps to produce results that are original and useful. 

 Motivation – makes employees do things worth doing. 

 Diversity – adds robustness and flexibility to organization. 

 Personality – virtues shape the personality; the right personality increases 

creativity. 

Appelo (2010) suggests supporting a post-conventional creativity mindset by 

developing creative environments for people to work in and by increasing their knowledge 

within creative techniques domain. Post-conventional creativity refers to a mastery of 

explicitly doing things in an unusual way. 

According to Appelo (2010, pp.72-74) there are five points that can help in developing 

a creative environment: 

 Safety – not being afraid to express ideas and ask questions.  

 Play – turning ordinary activities into little games. 

 Variation – routine kills creativity; variation kills routine. 

 Visibility – make results of creative work visible. 

 Edge – feel of constant challenge.  

Already known creative techniques have been divided into five categories by Appelo 

(2010, pp.74-75): 

 Processes: Creative Problem Solving, Productive Thinking Model, and 

Synectics. 

 Problem Definition: Chunking (dividing a problem in smaller chunks), Five 

Ws and H (asking Who? Why? What? Where? When? And How?), and 

Boundary Examination (refining the problem) 
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 Idea Generation: Brainstorming (generating ideas in a group while suspending 

judgment), and Talking Pictures (generating ideas through association with 

pictures) 

 Idea Selection: Anonymous Voting (making people feel safe about expressing 

their opinions), Consensus Mapping (sequencing ideas into a usable plan), and 

Sticking Dots (determining priorities) 

He informs the readers about the benefits of using intrinsic motivation - Theory Y 

(McGregor, 1960/2006) vs. using extrinsic motivation - Theory X (McGregor, 1960/2006). 

Appelo (2010, p.75) has found some examples when extrinsic motivation can work: “stock 

options among employees can, occasionally, work well for startup companies with little 

funds” (Yourdon, 2004, p.94, as cited in Appelo, 2010, p.75); non-monetary rewards worked 

quite well for Steve McConnell while he was working in Microsoft (McConnell, 2004, p.139, 

as cited in Appelo, 2010, p.75).  

Appelo (2010, p.77) describes the problems with extrinsic motivation using Deming 

ideas about complex adaptive systems. Changes within the single element of the system can 

result into unexpected effect on the system in whole. He also refers to many examples of side 

effects of extrinsic motivation usage described by Austin (1996, as cited in Appelo, 2010, 

p.77), Poppendieck (2004, as cited in Appelo, 2010, p.77), and Pink (2009, as cited in Appelo, 

2010, p.77): “suboptimization of key processes, destroyed intrinsic motivation, addiction to 

extrinsic stimuli, reduced performance in problem solving, and unintended competition 

between colleagues.” But he also stresses that it is untrue that extrinsic motivation should not 

be used, and that there is nothing wrong with “bonuses, rewards, and T-shirts.” They only 

should be used with acknowledging of their danger. 

Intrinsic motivation is treated as a source for creativity. Appelo confirms this using 

work of Runco and Pritzker (1999, p.521, as cited in Appelo, 2010, p.78). Intrinsic motivation 

also “does not suffer from nonlinear side effects,” because thanks to it “the things we do are 

themselves the rewards” (Appelo, 2010, p.78). Appelo defines the clear path for managers: 

organizational survival ↔ innovation ↔ creativity ↔ intrinsic motivation. 

Appelo also examines and agrees with Motivator-Hygiene theory by F. Herzberg 

(1959/2008, as cited in Appelo, 2010, p.79). The theory states that satisfaction and 

dissatisfaction are independent of each other, i.e. elimination of demotivators (or satisfaction 

of hygiene factors) will not motivate peoples itself. The following distinction is performed 

within the scope of this theory: 

 Motivators: Challenging work, achievement, personal growth, recognition, 

responsibilities, etc. 
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 Hygiene factors: Job security, salary, status, working conditions, policies, 

fringe benefits, etc. 

Appelo (2010, pp.80-82) converts Self-determination theory of R. Deci (2004, as cited 

in Appelo, 2010, p.80) and 16 basic desires found by S. Reiss (2002, as cited in Appelo, 2010, 

p.80 ) into 10 Desires of Team Members: feel competent, feel accepted, curiosity is 

addressed, some idealism (purpose) is infused, independence is fostered, some level of order 

is maintained, some power or influence over things around, social contacts are emerged 

through the right environment, have some status in the organization. Items of this list have to 

be reviewed by the manager constantly. Another trick promoted by Appelo is to ask every 

team member Berkun’s simple question (2008, p.186, as cited in Appelo, 2010, pp.82-83) 

“What can I do to help you do your best work?” on regular basis. 

Appelo (2010, pp.86-87) suggests to make the rewards intrinsic, i.e. to spend rewards 

to satiate someone’s curiosity and need for competence (through buying books), to address 

people’s need for social contact and relatedness (through paying for a team dinner) etc. 

Appelo (2010, p.97) also states that “connectivity of people is one of the most important 

aspects of diversity” that has the highest impact on the competence and performance within 

the team. To prove this statement he cites such management scientists as Hamel (2007, p.158, 

as cited in Appelo, 2010, p.88) and Eliot (2010, p.26, as cited in Appelo, 2010, p.88). They 

tried to exclude the diversity in gender as only diversity that is introduced within the 

organizations, while Cross (2004, p.11, as cited in Appelo, 2010, p.88) is cited to lie the 

statement above on theoretical basis of social networks. Another very interesting thing 

introduced by Appelo (2010, p.95-96) is a No Door Policy, instead of an Open Door Policy, 

that eliminates such assumptions as: 

 A manager has door, while an ordinary employees do not. 

 It is ok for employees to skip nodes in the line of command. 

 It is ok for employees to “peek in the top manager’s private room” and see a 

manager’s attributes of superiority. 

It is done through emphasizing that managers are not separated from all other kind of 

employees, that they are just people, like everyone else in the organization. 

Appelo (2010, pp.89-91) promotes personality assessments, so that team members 

could learn about themselves and about other members of the team, while pointing out that 

this should be done on voluntary basis. This could improve the sense of trust and respect 

within the team. He suggests the following workflow to perform such kind of assessments: 

 Take the tests yourself 
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 Share your own test results with your teams 

 Ask team members to do a personality test, privately 

 Suggest that the team members share their results with each other 

The kind of tests that can be used for such assessments are: Sixteen Personality Factor 

Questionnaire (16PF) by Raymond B. Cattell, Myers-Briggs Type Indicator (MBTI), 

Enneagram of Personality, Big Five Factors of personality. The Big Five Factors of 

personality is treated as the assessment tool that is “scientific in its approach, like the 16PF 

model, but that does not dig too dip”, therefore it is the most appropriate for the initial goals 

of performing and sharing the results of the assessments – unite the teams.  

According to Appelo (2010, pp.92-95), it is worth it to introduce one's own values for 

every team. We should not use only those suggested by “Agile principles, Lean principles, 

Scrum values, XP values”. To choose the appropriate values for every team, Appelo suggests 

choosing “five plus or minus two” values from Big List of 50 Virtues (Wisdom Commons 

website, as cited in Appelo, 2010, p.93; see Appendix B). The choice should be done by both 

team members and stakeholders outside the team (functional managers, clients etc.). After 

agreement on the values of the team for the current project is completed, the results of 

agreement should be made visible using any of attractive sources (posters, mugs, screensavers 

etc.). A Manager should not use different value system than the team is using, and should 

focus on the development of personal values that are chosen by the team, but which are not 

natural for her, at least to show that she is trying to self-improve. 

 

Empower People 

Appelo (2010, p.369) believes that teams can self-organize, and that “this requires 

empowerment, authorization, and trust from management”. He finds the basis of delegation 

and decentralization promoted by Deming and Drucker (as cited in Appelo, 2010, p.112) in a 

social complexity theory, but also extends this concept till empowerment, i.e. not only 

“handing over the responsibilities”, but also giving “the support of risk taking, personal 

growth, and cultural change” (Quinn & Spreitzer, 1997, as cited in Appelo, 2010, p.123). 

Self-organization is a norm. But self-organization must be directed in the right way to deliver 

the value for stakeholders. There are several terms that are often associated with self-

organization, but they all have small, but important differences (Appelo, 2010, p.117). They 

are: anarchy, emergence, self-selection, self-direction, and self-management. 
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Self-organization, self-direction, and self-management are described by Appelo (2010, 

pp.107-108) as “terms that are sometimes associated (or confused) with Agile software 

development teams.” The difference between them is represented in Table 3.2. 

Table 3.2. 

Differences between the Self-* Teams (Appelo, 2010) 

Term Description 

Self-organized/ 

self-managed 

The team organizes its own activities. 

Self-selected/ 

self-designed 

The team is self-organizing and creates and maintains 

itself. 

Self-directed/ 

self-governed 

The team is self-selected and there is no outside 

management. 

 

Appelo (2010) suggests avoiding usage of the term self-managed, as it is quite 

ambiguous. He also points out that the terms self-selected and self-directed scientifically fit 

very well into borders of term self-organized, but self-selected and self-directed teams very 

rarely are allowed in organizational context. 

Two meanings of anarchy from different dictionaries are brought by Appelo (2010, 

p.103): 

 Absence of order (or presence of disorder) 

 Absence or denial of any authority or established order 

These statements make the spread of meaning of term anarchy from chaos (no order) 

to complexity (order that is not influenced by authority). Appelo (2010, p.103) has depicted 

this scale in quite simplified way in Figure 3.4. The term anarchy for many minds equals  

chaos and that is why some experts do not like association of self-organization with anarchy, 

but there are many examples of systems that behave in anarchistic manner and still are not 

chaotic: galaxies, ecosystems, and even some countries without (working) government. Self-

organization is a complex example of anarchy that behaves in a way that delivers value to 

stakeholders. 

 

 
Figure 3.4. Governance versus anarchy (Appelo, 2010) 



30 
 

 

Different authors define self-organization and emergence differently. Some authors, 

for example De Wolf & Holvoet (2005, as cited in Appelo, 2010, p.105), give them the same 

meaning, while others, like Corning (2002, as cited in Appelo, 2010, p.105), separate these 

two terms. Appelo (2010, p.105) agrees with Corning that “there may be self-organizing 

systems without emergent properties and emergent properties in systems that are human-

created instead of self-organizing.” Appelo (2010, pp.106-107) recognizes the concept of 

emergence in regards to teams in several examples: 

 possibility of collective decision making without central planning 

 whole team can perform better than the best performance of any of the 

individual team members 

 emergent properties of the team cannot be predicted until you put a team 

together 

According to Appelo (2010, pp.108-109), it is the darkness principle that makes 

collective decision making without central planning possible. The Darkness principle states 

that each agent of the system responds only to locally available information, and that it is 

indifferent to all other behaviors of the system. That is why collective decision making and 

problem solving increase the control over the situation, because the summarized amount of 

information available to all team members should be greater than amount of information 

available for a single team member (to be treated as a manager who wants to make decisions 

by herself only). Conant-Ashby theorem is another principle that leads to control delegation 

by wise managers to the team due to information availability and has direct impact on quality 

of the control of the system (Appelo, 2010, pp.110-111). 

Solving problems by being bossy can be easier, but it often results in people losing 

their motivation (Appelo, 2010, pp.119-120). Instead Appelo (2010, p.144) suggests 

managers be “like wizards in fantasy stories: They help heroes overcoming tough challenges, 

but they never do the work for them.” But he also suggests not being a politician (Appelo, 

2010, p.122). A manager should not be afraid that giving more power to other people will 

diminish her own status, on the contrary, it will most likely increase (Appelo, 2010, p.124). 

The level of empowerment depends on the skill of the employee being empowered and 

on the task. Therefore, Appelo (2010, pp.125-127) divides empowerment levels based on 

maturity of the employee in being empowered into three groups: low empowerment, moderate 

empowerment, and high empowerment. Tasks that are associated with low levels of 

empowerment are, for example, development of internal workshops and establishing of 

coding guidelines. Moderate levels of empowerment include such activities as interviewing 
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job candidates by team members, self-education of employees, self-organizing project teams, 

freedom of working hours, and freedom of tool selection. High levels of empowerment 

consist of determination of salaries, selection of project to work on etc. Moderate 

empowerment is the most common for the modern organization, while high empowerment is 

almost impossible. 

Appelo (2010, pp.127-130) also distinguishes seven levels of authority that can be 

applied to any activity in accordance to every level of maturity: Level 1: Tell, Level 2: Sell, 

Level 3: Consult, Level 4: Agree, Level 5: Advise, Level 6: Inquire, and Level 7: Delegate. 

Both levels of maturity and levels of authority are inspired by Situational Leadership Theory 

developed by Hersey and Blanchard in 1970ies, but Appelo has enlarged their models. Appelo 

(2010, p.133-134) points out gaining benefit from empowerment can take some time, and that 

a manager must work with upper-management to accept the empowerment activities (p.134-

136). 

There are two basic virtues that make empowerment work: trust and respect. There are 

four steps to be performed by manager to build a trust within a team (Appelo, 2010, pp.138-

141): trusting the team, gaining trust from team members, getting team members to trust each 

other, and trusting yourself. 

And there are four steps grouped in two groups to be performed to make respect a 

recognized virtue within a team: “respect people, ask for feedback” and “be respected, give 

feedback” (Appelo, 2010, pp.141-143).   

Align Constraints 

Appelo (2010, p.369) explains that self-organization can increase uncertainty, and “it’s 

therefore necessary to protect people and shared resources, and to give people a clear purpose 

and defined goals.” Cellular automata are used by Appelo (2010, pp.147-149) to describe why 

aligning constraints is important from complexity theory perspective. The Game of Life is an 

example of such cellular automata invented in 1970 by Conway. The goal of the game is to 

find such rules so that system of cells on the game board has become lively and stable, but 

creative (i.e. producing different possible combinations). Wolfram (1984, as cited in Appelo, 

2010, p.149) and Waldrop (1992, pp.225-226, as cited in Appelo, 2010, p.149) divided 

cellular automata in four universality classes: 

 Class I: no matter what rules are chosen, system becomes dead. 

 Class II: system is living, but produces very boring static patterns. 

 Class III: system is too lively; it is not stable, but very chaotic and 

unpredictable. 
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 Class IV: set of rules does not lead to dead, static, or chaotic configurations, 

but produced patterns are ”lively, creative, often surprising, but also 

stabilizing.” 

Appelo (2010, p.149-150) aligns these universality classes to the definition of order 

(Class I and Class II), chaos (Class III), and complexity (Class IV). This alignment is depicted 

on Figure 3.5. 

 

 
Figure 3.5. Ordered versus complex versus chaotic (Appelo, 2010) 

 

The same universality classes can be metaphorically applied to the definition of 

different organizations (Appelo, pp.150-151): 

 Ordered organizations – no creativity, innovation, and empowerment. 

 Chaotic organizations – plenty of unstructured and unpredictable creativity; no 

emerging order; everyone is empowering himself. 

 Complex organizations – empowerment occurs by managers; managers are 

seeking the balance between directives and delegation. 

These definitions are metaphorical because, in reality, all organizations are complex 

adaptive systems in their nature. The difference between theoretical complexity games and 

real systems is that games are missing the “adaptive” part – the ability of the system to find 

and balance on the edge of chaos (i.e. spot of complexity between order and chaos) by 

themselves. To collaborate with this “adaptive” part manager should “make sure that the 

people can create their own rules together” instead of creating low-level rules by herself. 

Manager’s responsibility is a setting of boundaries of the board that means the development 

of a self organizing system, i.e. configuration of high-level parameters such as “diversity of 

team members, information flow between people, and connectivity between teams” (Appelo, 

2010, pp.151-152). From a practical perspective Appelo (2010, pp.179-180) suggests to 

formally align constraints using Boundary List of Authority. This list is a table that consists of 

columns shown in Table 3.3. Key Decision Areas list is offered by Reinertsen (1997, p.107, 

as cited in Appelo, 2010, p.179). List of Authority Levels is given in previous chapter 

“Empower People”. Level of authority should be “set to the lowest possible level that is just 

enough to get good results from people” (Appelo, 2010, p.181). 
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Table 3.3. 

Boundary List of Authority (Appelo, 2010) 

Key Decision Area How (Authority Level) Who (Team/ Individual) 

… … … 

 

But self-organization is not enough for complex social system to be productive in 

delivering the desirable value for stakeholders. That is why there are more responsibilities of a 

manager. They are the protection and the definition of the direction of the self-organizing 

system (Appelo, 2010, pp.152-155). A manager should protect both people and shared 

resources (Appelo, 2010, pp.181-184). According to Van Vugt (2009, p.42, as cited in 

Appelo, 2010, pp.184) shared resources need four ingredients to be applied to competitive 

teams so that shared resources were sustainable. They are: 

 Institutions (managers) – to increase the acceptance of the common rules.  

 Information – to reduce uncertainty that can result in bias toward self-interest.  

 Identity – to improve sense of community and reduce competition. 

 Incentives – to reward responsible use and to punish overuse.  

Appelo (2010, pp.156-158) thinks that it is wrong to make a separation between 

managers and leaders, as it is done, for example, by Jim Collins in his book “Good to Great” 

(as cited in Appelo, 2010). Instead he suggests making a separation between such behavioral 

styles of management job as “leaders” and “rulers”. “[L]eaders use the power of attraction to 

convince people what to do, rulers use the power of authority to tell people what to do.” The 

purpose of a manager is to find the right balance between “leading” and “ruling,” but it does 

not mean that a manger should be both a “leader” and a “ruler.” It is where empowerment or 

“enabling leadership” can help. That is why another distinction to be made is “leadership” 

(adaptive or emergent leadership) versus “government” (administrative leadership).  

There are three purposes of the complex systems (Dawkins, 2009; De Geus, 1997, as 

cited in Appelo, 2010, pp.159 - 160). Intrinsic purpose is a purpose that comes naturally to the 

system. Extrinsic purpose is a purpose that is given to the system by its owner. Autonomous 

purpose is a purpose that is assumed by the system itself. 

A manager has to set up the extrinsic purpose of a software project team to make its 

autonomous purpose emerge, because its intrinsic purpose is just to exist and to produce 

software (Appelo, 2010, pp.163-165). It means that the manager should compromise her own 

goal with the team’s autonomous goal (Appelo, 2010, pp.178-179). She also should define the 

shared goal for the whole group of people involved into projects, including the team itself, 

customer, project manager, and shareholder (Appelo, 2010, pp.167-169). 
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Agile's goal is a goal whose criteria are important to the current situation (Appelo 

(2010, pp.170-174). It should not be necessarily applicable to SMART (specific, measurable, 

attainable, relevant, and time-bound) definition; a manager can select criteria on her own. 

Goals should help people to make right-in-time decisions. And they should not be related to 

monetary rewards. Agile goal must give employees a sense of direction that is why goals 

should be clearly communicated and they can be changed more than once per year. 

Appelo (2010, pp.174-176) suggests vision (future dimensions and hopes) to be 

defined for product and projects, while mission (present dimensions and fundamentals) to be 

defined for organization or team. Both vision and mission should be easy to memorize so that 

it could guide employees in their everyday decisions (Appelo, 2010, p.177). 

It is pointed out by Appelo (2010, pp.185-186) that a manager should know that she 

will not get what she does not ask for when setting the constraints for self-organizing teams. 

That is why well-known triangle of constraints – scope, cost, and schedule – should be 

extended with quality constraint. He also promotes the idea of social contracts to be 

established between managers and teams, i.e. team “agrees” on the set of rules using which it 

will be governed by a manager while manager tries to address some basic necessities of 

people. In organizational context they are “freedom to voice your opinion, professional 

development, nondiscrimination, and a little help when you’re not feeling well” (Appelo, 

2010, p.187). 

 

Develop Competence 

Appelo (2010, p.369) also believes that incapable team members cannot achieve the 

defined goals, and that “managers must therefore contribute to the development of 

competence”. According to Appelo (2010, pp.204-206), 

Discipline * Skill = Competence. 

That is why a manager needs to take care of these both aspects. 

Flocking is a natural phenomenon when a complex system can be developed using a 

few simple rules. It consists from three rules that describe alignment, separation, and 

cohesion. (Appelo, 2010, pp.193-196) 

Learning classifier system (LCS) is a generic pattern for learning capabilities in 

complex adaptive systems. According to Holland (1995, pp.42-80, as cited in Appelo, 2010, 

pp.191-193), there are three parts of LCS: Performance System, Credit Assignment, and Rule 

Discovery. Performance System consists of many potentially conflicting rules that are 

produced by an environment under different circumstances. But only some of them, the 
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“fittest” one, influence the most on the whole complex adaptive system. Credit Assignment is 

based on the system’s experience to credit the rules that produced improved performance and 

to decrease the usage of rules that failed. Rules selection for crediting constantly changes 

depending on the changes within the environment. Rule Discovery is used to get new rules 

through the recombination of the existing rules. It appeared to be easy implementable 

algorithm with powerful problem-solving capabilities. 

It shows that complex system to be adaptive need dynamic rules. That is why Agile 

practices such as pair programming, test-driven development, user stories etc. should not be 

made as fixed rules for every Agile software development project. It is a team to decide the 

rules that are best suitable for the given context (based on previous experience and other 

knowledge sources, of course). But it is worth mentioning that it is useful to think about Agile 

brands and methodologies as memeplexes, i.e. a collection of memes (ideas). It is so, because 

memeplexes are better adopted by people than separate memes. (Appelo, 2010, p.196; p.214) 

The oversaturation of the rules created by others leads to risk perception and false 

security (Appelo, 2010, pp.209-2011). That is why the best way to implement Agile processes 

is to do it in your own way (Wailgum, 2007, as cited in Appelo, 2010, p.211; Jacobson, 2007, 

as cited in Appelo, 2010, p.211). Every team member can have its own set of rules for some 

processes, but there is no need to synchronize them between all team members unless they are 

motivated and produce the desired results. People can synchronize rules by themselves if they 

see that someone’s rules lead to greater output. (Appelo, 2010, pp.206-208)   

When it is really needed for people to act in the same way it is worth using the 

Subsidiarity Principle. It states that rules to be handled by the smallest, lowest, or least 

centralized competent authority. When higher level authority does not allow acting in the way 

lower authority is doing then it needs to be asked: 

Please explain why your higher-level rules are more effective than my individual 

rules. (Appelo, 2010, pp.208-209) 

Appelo (2010, pp.214-215) promotes two points extracted from the Broken Window 

theory that can be useful to improve the discipline: 

 Big problems often start as small problems that weren’t nipped in the bud 

when they were still manageable. 

 If a problem is too big to handle, target another related but smaller problem. 

Appelo (2010, p.196) finds a blind spot of Agile manifesto that does not explicitly 

point out that people in software projects need to be smart, capable, and disciplined. 

The “people over process” paradigm is great, until you find out that your team 

consists of two trolls, a parrot, and a hairdresser, and a relatively bright project 
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manager, who happens to be deaf, blind, and mute. No amount of coaching can help a 

team like that to magically selforganize and to deliver a successful product. 

This blind spot was also mentioned by such authors as Marick (2007, as cited in 

Appelo, 2010, p.199) and Ambler (2007, as cited in Appelo, 2010, p.199). That is why the 

amendment to Agile manifesto has appeared. It is called Manifesto for Software 

Craftsmanship (Software Craftsmanship, 2009; see Appendix A). “Well-crafted software” and 

“a community of professionals” are explicitly mentioned in this Manifesto. 

There are seven approaches for competence development pointed out by Appelo 

(2010, pp.221-222). They are self-development, coaching, certification, peer pressure, 

adaptable tools, supervision, and management. 

It is a personal responsibility to develop the competence. But if a person fails in it then 

it should be coached. The coach can, but should not be obliged to be the line manager. Line 

managers can empower senior employees to coach the junior employees. Line managers can 

hire external consultants for senior employees. It is the job of manager to figure out which 

persons within or outside organization are competency leaders. (Appelo, 2010, pp.231-233) 

According to Appelo (2010, pp.233-235) certifications do not tell much about a 

person’s capabilities. They just say that she “was at some point in the past in some 

measurable way aware of some information.” But they help to systemize the knowledge in 

people’s mind and can pay for themselves, especially when combined with a personal coach, 

social pressure, proper tools, some supervision, and capable management. 

Peer pressure (or social pressure) helps to develop the competence of the team 

members through using the simplified pattern: make teams, set goals, and step back. And 

push and pull them additionally from time to time in reality. But it always should be 

remembered that those who does not feel themselves as part of the group could not be 

influenced by peer pressure. (Appelo, 2010, pp.235-236) 

Tools should make the process within organization mistake-proof, or poka yoke (term 

from Lean software development). They should block bad data, send alerts etc. They also 

should be not only configurable, but adaptable to the organization’s processes. It is a necessity 

for them to change together with the organization. Sometimes it is better to make your own 

tool if it corresponds to the core business function. Usage of properly designed tools 

stimulates people for effective learning. (Appelo, 2010, pp.237-238) 

Considering a supervisor can sometimes help, even if some Agile and Lean people say 

that it is Step One on the Road to Bureaucracy, because it can be the final gate for results of 

incompetency to appear on the manager’s or even customer’s desk. Because managers are 

people as well, and it is possible that due to the amount of information and more severe 
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problems to be solved, they need someone to detect and prevent the common processual 

problems instead of them. (Appelo, 2010, pp.238-240) 

If a manager has not assigned the supervisor, but other approaches fail then she is 

blamed for any business loss caused by incompetent team members. Appelo (2010, p.236) has 

some suggestions if people do not learn through self-development, coaching, certification, and 

social pressure: talk to them about it; talk to them about it one last time; get rid of them. 

When leading people in organizational context it is important to remember 

WYMIWYG principle: „What you measure is what you get” (Appelo, 2010, p.223). Therefore 

Appelo (2010, p.224) suggests to use global metrics over local metrics while remembering 

that local metrics are important as well (it is formulated like the fifth Agile principle). Metrics 

should be defined to cover all important aspects of the system else we will suboptimize them. 

For software development projects they are: functionality, quality, tools, people, time, 

process, (business) value (Appelo, 2010, p.225-226). Balanced scorecards (Kaplan & Norton, 

1996) with replaced original perspectives are suggested by Appelo (2010, p.226) to be used 

by development managers. 

Appelo gives such tips for performance metrics (2010, pp.227-229): distinguish skill 

from discipline; do not rate knowledge or experience (that is not used in daily work); rate 

multiple activities; rate multiple performances; use relative ratings where possible; keep the 

feedback loop as short as possible; use both leading and lagging indicators; never create the 

ratings yourself. 

To make self-discipline possible, a person should acknowledge the importance of what 

she is doing; she should have basic time management skills; she should not forget that she has 

to do; she should not lose the motivation about the activity she is doing. When needed, 

manager should help to realize the importance; she should teach the time management; she 

should teach reminding techniques; she should make tasks enjoyable. And manager must lead 

by example, i.e. to show self-discipline by herself. (Appelo, 2010, pp.229-231) 

To stimulate the development of competence, a manager should organize frequent 

one-on-ones (Appelo, 2010, p.241). She also should organize 360-degree meetings for 

making better, fair, and more understandable performance evaluations of every employee 

(Appelo, 2010, pp.242-245). And, as always, it is suggested by Management 3.0 framework, 

work the system, not rules or people (Appelo, 2010, pp.246-247). 
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Grow Structure 

Appelo (2010, pp.369-370) is convinced that „it is important to consider structures 

that enhance communication.” He considers the following formula of communication 

(Appelo, 2010, p.253): 

Communication = Information * Relationship * Feedback 

According to Stephenson (2005, as cited in Appelo, 2010, p.254), there are three types 

of communicators in a social network: 

 Hubs – they broadcast the information; 

 Gatekeepers – they are managing the information flows carefully; 

 Pulsetakers – they are observers of people and trends that helps them to be 

mentors and coaches. 

Gladwell (2002, p.34, as cited in Appelo, 2010, 254) offers to differentiate people in 

social networks into following categories: 

 Connectors – they share information with many people without building tight 

relationships; 

 Mavens – they share information with few people and tend to build tight 

relationships with them; 

 Salesmen – they are masters of interpersonal communication. 

Appelo (2010, pp.255-257) offers an alternative way to differentiate people 

communication capabilities, not people themselves. These communication capabilities, that 

evolve ascending till real conversational capability takes place, are: connecting, filtering, 

empathizing, understanding, developing, managing, broadcasting, influencing, and 

conversing. 

There are several phenomena that are related to social networks and that are worth to 

know about for leader to understand how information can better reach the population. These 

phenomena are: 

 Tipping point – when something previously rare becomes popular within the 

whole group (Gladwell, 2002, as cited in Appelo, 2010, p.258); 

 Strength of weak ties – information sent through many weak connections 

reaches populations better than information sent through few strong ones 

(Granovetter, 1973, as cited in Appelo, 2010, p.259); 

 Long tail – many people with few connections are more valuable in 

information flow than few people with many connections (Anderson, 2008, as 

cited in Appelo, 2010, p.259); 
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 Homogenization (or Matthew) effect – despite the long tail effect, (popular) 

information that gets copied around, gets copied around even more (Appelo, 

2010, p.259). 

Amount of information that flows within the complex system is not and should not be 

manageable, but managers should influence on which information is available and which 

connections are made between people. There should be less or even no secrets between 

project manager and the team. Even financial performance data should be available to the 

teams if management wants team members to care about it, especially amid the current 

condition of the global economy. Project manager should share personal information as well 

if she does not want unpleasant situations related to this information to become public in the 

future. Teams should not be broken very frequently, so that the team members could learn to 

filter out the information circulating around in a proper way and to learn how to work with 

each other. Even if projects in the organization are short, manager should try to keep the same 

teams from project to project for a longer time. (Appelo, 2010, pp.262; 284-286; 305-307) 

So called reciprocal altruism, or selfish cooperation, or coopetition is a behavioral 

paradox when people (or other species) understand that cooperation is needed for all involved 

parties (even they are competitors) more than competition (Appelo, 2010, pp.262-264). The 

Prisoner’s Dilemma, the part of Game Theory, describes this paradox very well (Keat & 

Young, 2009, pp.427-430). Adam Smith does the same (1776, as cited in Appelo, 2010, 

p.263) by describing division of labor, when people work together, specializing in different 

task, but still working for personal profit. 

It is the manager’s job to make connections with and between the employees. It does 

not mean that the manager should become a close friend to everyone. It means that the 

manager should create an environment where people enjoy working with each other, thus she 

should know a little bit about everyone’s life. (Appelo, 2010, p.308) 

According to Arrow (2000, p.65, as cited in Appelo, 2010, pp.264-265), there are four 

types of groups differentiated by formation principle. They are: 

 Concocted groups – created by external force; 

 Founded groups – created using internal planning; 

 Self-organized groups – created internally in emergent way; 

 Circumstantial groups – created under external circumstances, but still in 

emergent way. 

In most cases, concocted groups prevail within the organizations, but Appelo (2010, 

p.265) suggests to try to delegate the formation process to people themselves (founded 

groups), because the cooperation level is higher in such cases. Managers should create 
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permeable boundaries for group formation then, so that boundaries were neither too close, nor 

so open (Hackman, 2002, as cited in Appelo, 2010, p.265). It means that people should 

understand how to form teams, and a manager should discuss the constraints to people, 

concerning size, diversity, etc. She also should make sure that every person is dedicated just 

to one team, so that there were no situations when person is switching between the tasks, 

conflict of interests occurs, or commitment and motivation are lost. They can assist other 

teams and fulfill some task in other projects, but there should be only one base to return to. 

(Appelo, 2010, p.285) 

Appelo (2010, pp.278-280) suggests to consider specialization first, and generalization 

second when building teams. Thus he prefers generalizing specialists – people that can do one 

job very well, but other jobs adequately well. They make teams productive and flexible. They 

also reduce a risk of bottlenecks when people cannot cope with problems. 

Autocatalysis is a principle when members of the system reinforce and accelerates 

each other. This principle is crucial for heterogeneous systems to be self-sustaining. Appelo 

(2010, pp.266-268) sees autocatalysis as scientific explanation of “jelled teams” (Demarco & 

Lister, 1987, as cited in Appelo, p.267) and “hyper productivity” of Agile teams (Sutherland, 

2008, as cited in Appelo, p.267). But he does not limit them to autocatalysis only. 

People's job titles should be wide enough to be just formal boundaries for the informal 

roles. Scrum even suggests calling every one Team Member, without mentioning the 

specialization. This makes organization more flexible than very tight job titles, because tight 

job titles can result in depreciation of informal leadership. Informal leadership should be 

cultivated within the organization instead, because the responsibilities of informal leadership 

roles can be easily added, moved, or deleted, thus contributing into adaptability of the 

organization. (Appelo, 2010, pp.281-283) 

When forming the team, it is worth knowing, that there is a categorization of teams’ 

structures available. These categories are: 

 Functional teams – team members are united into teams by their function; 

 Cross-functional teams – team members are united into teams by their 

common business (delivered value). 

Project cross-functional teams are preferable, because analysis of daily 

communication between employees shows that it is oriented around the business, not the 

function. The problem of cross-functional teams is related to the longer process of the 

synchronization of standards, methods, and approaches within one functional discipline across 

multiple projects. But this price in most cases is less then price of interaction penalties that 

functional teams pay. Communities of practice or centers of excellences are common virtual 
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teams of specialists that allow compensating the penalties of cross-functional teams (Appelo, 

2010, pp.288-290; 297) 

Thus Appelo (2010, pp.290-294) differentiates four organizational styles that are 

based on the team structures and design principles as shown in Table 3.4. Style 1 refers to 

functional teams that are coordinated by managers. Style 2 refers to functional teams that are 

coordinated by themselves. Style 3 refers to cross-functional teams that are coordinated by 

managers. Style 4 refers to cross-functional teams that are coordinated by themselves. 

Table 3.4. 

Organizational Styles (Appelo, 2010) 

Style Team Structure Design Principle Example 

1 Functional DP1  

2 Functional DP2 Self-organized sysops teams each 

dedicated to a piece of an 

infrastructure 

3 Cross-functional DP1  

4 Cross-functional DP2 Scrum of Scrum 

 

Generally cross-functional teams operate better than functional teams and design 

principle 2 (DP2, coordination by teams themselves) works better than design principle 1 

(DP1, coordination by manager), and, therefore, style 4 is the preferred one for Agile 

organization. But options 2 and 3 also can be valid when teams are not so mature yet or when 

it is the only available communication path (through manager or other authority above). They 

also can be transition points when organization moves from style 1 to style 4. 

But still, there are some cases when it is reasonable to have functional teams instead of 

cross-functional teams. The main concern is that every team should be treated as a separate 

value unit. Functional teams should recognize cross-functional teams as their customers then. 

Functional teams of IT administrators, teams of UI/UX experts, teams of software 

configuration management professionals that serve to projects cross-functional teams are such 

examples. (Appelo, 2010, pp.294 - 299) 

Even project managers can be united into separate functional teams when separated 

from line management. They manage projects (deliver value to the cross-functional team in 

managing the project), not people then. Such organizations are called hybrid organizations. 

One and only one line of the authority (line managers) should be explicitly exposed in such 

organizations, so that there were no conflicts or misunderstanding between project managers 

and line managers. (Appelo, 2010, pp.294 – 299; 302-303) 
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Appelo (2010, pp.268-274) also describes why scaling out (being small, but in more 

quantity) is better than scaling up (being big, but in less quantity) on the examples of bacteria, 

plants, ants, and Antarctic krill. They are stronger, because they are more adaptable and less 

prone to extinction. Scaling out using small scalable patterns with just few rules (like 

examples of fractal geometry) when building a big system can be a good idea, because if a 

small system works well then the big system that looks like a small system should work well 

too. 

According to DeMarco & Lister (1999, p.4, as cited in Appelo, 2010, p.303), big 

projects have also less chances to be completed successfully, primarily for miscommunication 

reasons. Yourdon (2004, p.4, as cited in Appelo, 2010, p.303) is referring to some sources that 

say that successful completion of large-scale projects is almost impossible. Thus scaling out 

principles described above should be applied in Agile organizations to cope with big projects 

as well. This principle is also sometimes called as panarchy. (Appelo, 2010, pp.303-305) 

Perline, social complexity expert, indicates that 5, 15, and 150 people are sizes that 

have been mentioned in different researches as being optimal sizes of social groups (as cited 

in Appelo, 2010, p.286). Scrum says that team size should be 7 plus/minus 2 (as cited in 

Appelo, 2010, p.286). Team should not be more than 20 people (Buchanan, 2009, pp.38-39, 

as cited in Appelo, 2010, p.286). Hackman’s research has shown 4.6 people to be the optimal 

team (2002, pp.116-122, as cited in Appelo, 2010, p.286). Optimal size differs from project, 

people, and environment. By uniting different sources Appelo (2010, p.288) suggests teams 

be less than 20 people, preferably 5 plus/minus 2 (because it is the number mentioned in or 

being close to all sources above). And team size cannot be 8, because statistics and examples 

from history show that such teams often find themselves in a deadlock situation over their 

decisions (Buchanan, 2009, p.39, as cited in Appelo, 2010, p.286). 

Management should remember that communication should occur through the network, 

but authorization through the hierarchy, thus management layers that do not add much value 

should be eliminated. This makes organization more natural. (Appelo, 2010, pp.) 

 

Improve Everything 

Appelo (2010, p.370) thinks that „people, teams, and organizations need to improve 

continuously to defer failure for as long as possible.” 

Any additions to the system will change the environment around. The same do the 

removals. This creates an uncertainty and makes it hard to plan implementation of changes. 

Common known metaphor, the Butterfly Effect, describes how slight change in the system 
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can have a huge impact on the environment. But understandable fear of uncertainty should not 

become fear of change itself. It just means that the real actual environment should be taken 

into account by any software development approach. And changes in the project should be 

made after feedback is received through the lesson learnt process. (Appelo, 2010, pp.313-317) 

Product is successful: 

 when delivered on time, within the budget, and according to the specification; 

 when it matches customer’s expectation, generating return on investment in 

the form of business value created; 

 when all stakeholders are happy. 

Appelo (2010, p.320) thinks formulation below is the most comprehensive definition: 

A software product is a success, until it fails. 

He argues on this, because there are many examples when success criteria of 

definitions above were met, but product was not thought as successful, and vice versa. Appelo 

(2010, p.321) also defines a product fitness that is closely related to product success. The 

fitness is an ability to meet the requirements of environment, thus the product fitness is an 

ability to transform people’s time and/or money into some kind of value for stakeholders 

under given circumstances in the given context. 

The Red Queen’s Race is a hypothesis that describes that complex system needs 

constant improvement just to maintain its current fitness. Kano quality model also shows that 

any extra feature of the product will soon be treated as a standard functionality. (Appelo, 

2010, pp.325-327) 

Thus, it is the goal of management to enable and support continuous business 

improvement within the organization to keep its fitness. Continuous business improvement 

includes not only the continuous process improvement, but also improvement of all other 

software development aspects mentioned in the chapter Develop Competence: functionality, 

quality, tools, people, time, (business) value (Appelo, 2010, p.322). It is worth mentioning 

that linear continuous improvement models cannot work well within complex systems. That is 

why sometimes it is worth doing one step back and two steps forward when implementing 

changes within the software development teams (Appelo, 2010, pp.345-350). 

According to Management 3.0, there are two ways of doing it. One way is to make 

environmental changes on purpose (including customers, departments, and managers), so that 

people could find optimal performance (Appelo, 2010, pp.350-352). There are three strategies 

in order to find the optimal performance. They are (Appelo, 2010, pp.356-362): 

 The Strategy of Noise – experimenting by changing individual practices; 
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 The Strategy of Sex – mixing collections of best practices from previous top 

performers; 

 The Strategy of Broadcast – learning from others who broadcast their best 

practices to whom it may concern. 

Another way of implementing the continuous improvement is to make change 

desirable and to make stagnation painful (Appelo, 2010, pp.353-355). Management should 

make people aware that errors are possible when implementing the changes, so that they were 

not afraid to change the business when it is needed to (Appelo, 2010, p.356). Manager must 

take care of all other previously mentioned Management 3.0 views when building continuous 

improvement in any of two ways. 

 

3.7. Previous Studies on Agile Methods/ Agile Leadership Implementation 

in Software Development 

3.7.1. Agile Project Leadership – My Top 10 Value Driven Principles 

Ralston (2008), experienced project manager, shares her top 10 values as a leader to 

make a successful Agile environment. All of them are covered by Management 3.0 

framework as well, but are called in other words. Ralston shares stories from her experience 

to describe why these values are important in the same way like Appelo does. The top looks 

like this: 

1) Integrity is No. 1 - I want to enjoy my work! 

2) Value Long-term Relationships - I want to build repeatable business! 

3) Do The Right Work - I don’t want everyone to burn out! 

4) Foster a Learning Environment - I want everyone to grow and learn! 

5) Strong Sponsors and Clear Authority - I want team to deliver what it promises! 

6) Value People over Process - I value people over process/tools 

7) Attract and Mentor Talent - I want to work with good people! 

8) Exercise Transparency - I want to earn and keep team trust! 

9) Be Results Focused - I want the team to deliver results! 

10) Leverage Your Strengths - I want to build my niche! 

3.7.2. Understanding Shared Leadership in Agile Development: A Case Study 

Moe at al. (2009) have conducted a case study of Agile software development project 

to learn the difficulties of shared leadership implementation (shared leadership is a synonym 
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to Agile leadership). They also refer to software projects as Complex Adaptive Systems 

through the prism of Augustine et al. (2005). The same does Management 3.0 framework. 

Their study has shown that main challenges in self-organization enabling were: 

 Lack of double-loop learning (i.e. retrospectives) in the beginning of the 

project that resulted into the loose of some shared resources, because decision 

on the team isolation was taken too late. 

 Problems with establishing the right level of autonomy for project, externally, 

internally, and individually. For example, the inability of manager to change 

the corporate culture. It is described as “quagmire,” i.e. taking responsibility 

once results into taking this responsibility forever. The fear of “quagmire” 

resulted into no one was taking the leadership in the team. 

 

3.7.3. Agile Principles as a Leadership Value System: How Agile Memes Survive and 

Thrive in a Corporate IT Culture 

Baker & Thomas (2007) share their experience on how they have applied Agile 

methods outside of the software development project to make Agile leadership efficient for 

the whole operational context within their large IT organization. Instead of implementing the 

whole set of Agility practices they implemented Agile memes one by one. According to 

Whetten (2006, as cited in Baker & Thomas, 2007) incremental teaching per aspect of the 

large complex model can be more useful than teaching the whole model at once. Contrary to 

Whetten, Appelo (2010, p.246) suggests to implement the whole memeplex instead of 

individual memes. 

Baker & Thomas (2007) introduced such Agile memes throughout the whole 

organization: 

 Short Cycle Release 

 Incremental Improvement 

 Daily Team Meeting 

 Pull the Risk Forward 

The memes listed above are those who have survived and thrived in their organization. 

They also claim that there were other Agile memes that have not survived. They suggest wise 

Agile leader to let go those memes that cannot survive and focus on those that could thrive. 
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3.7.4. People over Process: Key Challenges in Agile Development 

Conboy, et al. (2011) have performed the study of 17 organization after they 

(organizations) have used Agile methods for at least three years. Their study is concentrated 

on people challenges and the way the challenges could be addressed when Agile is 

introduced. These challenges and recommendations are shown in Table 3.5. 

Table 3.5. 

A Summary of People Challenges and Recommendations to Address Them (Conboy et al., 2011) 
Challenges Recommendations 

Developer fear caused by 

transparency of skill 

deficiencies 

• Allow feedback outside stand-ups to document any fears, issues, or 
concerns inappropriate for discussion in open forum  

• Make stand-up meetings voluntary for junior developers 
• Assign mentors to new staff 
• Pair weaker developers with more experienced developers, giving them 

joint responsibility for requirements  

The need for developers to 

be masters of all trades 
• Use pair programming and pair rotation to distribute knowledge and 

facilitate learning 
• Encourage task self-assignment to let developers work in different areas 

and learn new skills  
• Reintroduce specific roles when it benefits teams—for example with 

large teams or when conflicts exist among developers 

Increased reliance on social 

skills 
• Combine development and training programs to provide customized 

training materials on social skills, using developers’ own examples 
• Use proper documentation to back up communication 

A lack of business 

knowledge among 

developers 

• Have customer company run training sessions on basic topics within the 
company’s business domain and in specific areas 

• Provide small, frequent, interactive training modules to let developers 
acquire the niche business knowledge the project requires 

• Recruit staff and graduates with a combination of IT and business 
knowledge 

The need to understand and 

learn Agile values and 

principles, not just the 

practices 

• Ensure multiple members get Agile training or attend Agile conferences 
• Encourage Agile coaching and championing 
• Ensure cross-team observation and validation of Agile practices 
• Assess Agility in terms of Agile values not practice adherence 

Lack of developer 

motivation to use Agile 

methods 

• Include motivated developers on each team 
• Collect and share successful adoption stories and positive experiences  
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Table 3.5. (continued) 

Challenges Recommendations 
Implications of devolved 

decision-making 
• Build a sharing and learning environment to empower team decision 

making 
• Implement a democratic voting system 
• Assign project manager role of facilitator 

The need for Agile-

compliant performance 

evaluation 

• Ensure performance evaluations consider breadth of skills, not just 
depth 

• Ensure performance evaluations apply higher weighting for mentoring, 
voluntary contributions, and so on 

• Establish 360° feedback  

Lack of Agile-specific 

recruitment policies and 

suitably trained IT 

graduates 

• Develop specific recruiting practices tailored for Agile methods to hire 
the right people 

• Use team recruiting to find the right person for the team 
• Put newly recruited graduates on Agile projects so they gain hands-on 

experience 

 

Thus, the leadership has a mission to transform the developer’s culture and style to 

assimilate Agile development methods “for development teams to adequately embrace Agile 

values and principles” (Conboy, et al., 2011, p.53). 

3.7.5. Challenges of Migrating to Agile Methodologies 

Nerur et al. (2005) have presented a literature study in the organizations challenge 

when they transform software development methods to Agile. They describe that leadership 

style should be “that of facilitator or coordinator” (Nerur et al., 2005, p.75). It’s noteworthy 

that the leadership style must be transformed in a way “to get the project manager to 

relinquish the authority he/she previously enjoyed” (Nerur et al., 2005, p.76). The article 

conclusion on leadership doesn’t differ from Conboy et al. (2011). 
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4. COLLECTING AND PRESENTING EMPIRICAL DATA 

4.1. Selection of Interview Topics 

We have decided to ask questions per every chapter of Management 3.0 book. These 

questions just create an aim of the discussion, because very concrete questions would not give 

the full coverage of the situation, because their applicability depends on the organizational 

and individual context of the interviewee. Respondents mapping to empirical data is shown 

using such mask: <Interviewee Role> <Interviewee Numeric Identity> from <Organization 

Description> Org. <Organization Literal Identity>. It is worth mentioning that not all gathered 

empirical data is used to answer the research question, because some of the theoretical aspects 

covered by Management 3.0 are out of the scope for our research. 

4.2. Empirical Data 

4.2.1. Holism and Reductionism 

Describe the difficulties you have encountered during the application of a holistic 

approach for solving the problems. 

There are 3 difficulties that were explicitly mentioned in regards to usage of the 

holistic approach: 

 How to define the right boundaries of the “whole”? (Experienced Test 

Manager 1 from SD (Outsourcing) Org. A; Experienced Team Lead 12 from 

Financial Org. G; Newbie Project Manager 5 from SD (Outsourcing & Own 

Products) Org. B) 

It sometimes occurred that some aspects are left out of the scope during the beginning 

of the analysis and this leads to large idle times till the root cause is identified. 

 How to find the right level of hierarchical reductionism? (Experienced Project 

Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B; 

Experienced Project Manager, PMP 6 from SD (Outsourcing & Own Products) 

Org. C) 

Almost the same idle times as within the previous difficulty are encountered when the 

scope is enlarged, for example, till organizational level, while the root cause is on the 

department level. 

 The time is needed to set proper boundaries of the root cause search when 

manager has just moved from one company to another. (Experienced Team 
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Lead 11 from Financial Org. F; Experienced Team Lead 12 from Financial 

Org. G) 

It has become very difficult to find the root causes of non-trivial problems for two 

respondents after they changed their companies. It took them about half a year to get 

acquainted with the environment in order to apply a holistic approach. 

Difficulties above mean that usage of holistic approach can uncover proper root causes 

of the problem, but it will often take quite a long time in the beginning, because only 

experience (in the same organization) can help (a little bit) to decrease the time to find the 

root cause of non-trivial problem. 

 

4.2.2. Agile Software Development 

Describe the problems you have encountered when introducing the Agility in the 

following dimensions within the organization: 1.People, 2.Functionality, 3.Quality, 4.Tools, 

5.Time, 6.(Business)Value, 7.Process. 

1. 3 problems related to the people were explicitly mentioned: 

 There are “old school” people that just do not want to accept the Agility or any 

other change, despite they were sent to different trainings and conferences 

related to the topic. They continue to do the things in the old manner. In most 

cases these people are sent to the maintenance projects where applicable, 

because it is hard to fire such people from the law perspective. (Experienced 

Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B; 

Young Project Manager 8 from SD (Outsourcing & Own Products) Org. D) 

 There are people that are used to think (as it was so in their previous 

workplace) that Agile projects are just projects without documentation. 

Trainings and social pressure of other team members usually helps to change 

their mind. One of the reasons why they are more collaborative than “old 

school” people is that majority of them is on the probation period, but 3 

months it is enough to understand the principles of the Agility. (Experienced 

Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B; 

Young Project Manager 3 from SD (Outsourcing & Own Products) Org. B) 

 There are people whose skill set is not enough or not so broad that is needed 

for Agile projects. In most cases it depends on the person if they want to 

progress and develop their skill set and to stay in the stream or they are just 

sent to the maintenance projects. (Experienced Project Manager, PMP 4 from 
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SD (Outsourcing & Own Products) Org. B; Young Project Manager 10 from 

Financial Org. F; Experienced Project Manager, PMP 6 from SD (Outsourcing 

& Own Products) Org. C) 

2. Only one problem related exactly to the functionality (scope) was mentioned: 

 Sometimes it is quite hard to distinguish between a change requests and a 

missing functionality. Project manager with very good negotiation skills is 

needed in such cases. (Young Project Manager 3 from SD (Outsourcing & 

Own Products) Org. B; Newbie Project Manager 5 from SD (Outsourcing & 

Own Products) Org. B; Young Project Manager 7 from SD (Outsourcing & 

Own Products) Org. C) 

3. 2 problems related to the quality of the product were mentioned: 

 Changes after user feedback often results to the full regression testing cycles. 

These cycles are made in very short periods of time that can lead to uncovered 

defects. (Experienced Test Manager 1 from SD (Outsourcing) Org. A) 

 It is hard to manage code freezes in the end of each iteration when 

development team is trying to finish all planed functionality. This results to the 

shorter acceptance testing cycles than it is initially planned, i.e. not thoroughly 

tested product can go to the client. (Experienced Test Manager 1 from SD 

(Outsourcing) Org. A; Newbie Project Manager 5 from SD (Outsourcing & 

Own Products) Org. B) 

4. 2 problems related to the tools were mentioned: 

 It is hard to get the overall report with the same dimensions when 

distributed teams work on the project and there is no unified tool used. 

(Experienced Test Manager 1 from SD (Outsourcing) Org. A; Experienced 

Project Manager, PMP 6 from SD (Outsourcing & Own Products) Org. C) 

 Heavy tests and requirements management tools still are tried to be adapted 

for Agile projects because they were bought for big money in the past. 

(Experienced Test Manager 1 from SD (Outsourcing) Org. A; Young 

Project Manager 2 from SD (Outsourcing) Org. A; Experienced Project 

Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B) 

5. 2 problems related to the time of the delivery were: 

 It is very hard to make estimations in the Agile environment. It is even 

harder for those managers that did not work with waterfall models. 

(Experienced Test Manager 1 from SD (Outsourcing) Org. A; Experienced 
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Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B; 

Experienced Project Manager, PMP 6 from SD (Outsourcing & Own 

Products) Org. C; Newbie Project Manager 5 from SD (Outsourcing & 

Own Products) Org. B; Young Project Manager 10 from Financial Org. F) 

 Often spillovers (i.e. finishing of the functionality in the next iteration) 

reduce the time available for stabilization. This either moves the schedule 

or client receives the product of the poor quality. Improper estimation does 

the same when waterfall model is used, but here estimation process is 

much harder, as mentioned previously, thus it is the challenge for the 

management. (Experienced Project Manager, PMP 4 from SD 

(Outsourcing & Own Products) Org. B; Young Project Manager 3 from SD 

(Outsourcing & Own Products) Org. B) 

6. There were no problems mentioned with the (business) value. 

The main problem that is related to the process is the culture of the organization. 

Strong corporate culture makes the change from waterfall to Agile difficult. Especially when 

some projects are delivered using Agile, but others using waterfall or V-model. People hard 

get used to the new processes. (Experienced Test Manager 1 from SD (Outsourcing) Org. A; 

Young Project Manager 2 from SD (Outsourcing) Org. A; Experienced Project Manager, 

PMP 9 from SD (Outsourcing) Org. E) 

 

4.2.3. Complex Thinking 

Describe the problems you have encountered when diversity of perspectives is used to 

meet and explore challenges. 

As we expected, this question is a big challenge for respondents. They all say that they 

understand that complexity science can be applied to the software development project. But 

they do not go deeper into the details, as they are not scientists. It is good to know that 

software development project is a complex adaptive system, but everything else is just natural 

relations between people (Experienced Project Manager, PMP 4 from SD (Outsourcing & 

Own Products) Org. B; Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E). 

And because stakeholders do not care which theory was applied under the successfully 

developed product, the same do the managers (Young Project Manager 10 from Financial 

Org. F). 
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4.2.4. The Information-Innovation System 

Describe the problems you have encountered when implementing innovation to be 

actively addressed in the organization from the perspectives of: 1.Knowledge, 2.Creativity, 

3.Motivation, 4.Diversity, 5.Personality. 

This question, finally, is much more practical, and here we expected to learn quite 

more details than in previous questions. As innovation should be in place in successful Agile 

organization or team, the experience of respondents could be used to improve its aspects in 

our own organizations. So that answers were not generic, we are asking about problems in 

implementation of every aspect of the innovation. 

1. There were no organizational problems mentioned to address the knowledge as the 

part of innovation. IT organizations and IT departments encourage trainings and 

knowledge sharing. Problem is with people themselves. There are rare cases when 

people share and/ or transfer knowledge without being explicitly asked (Young 

Project Manager 10 from Financial Org. F; Experienced Team Lead 11 from 

Financial Org. F; Experienced Team Lead 12 from Financial Org. G). 

2. Only some people posses the sufficient level of creativity. Thus it is hard to find at 

least one person per team that does. It means that innovation will come only from 

some teams and management should make a creative collaboration on the teams’ 

level in such cases, not on the individuals’ level. (Young Project Manager 7 from 

SD (Outsourcing & Own Products) Org. C) 

3. Motivation should start from top and go down, otherwise people will not express 

new ideas after the first not supported or even punished attempt. Such finding is 

expressed by managers from the large company A with old corporate culture. 

(Experienced Test Manager 1 from SD (Outsourcing) Org. A; Young Project 

Manager 2 from SD (Outsourcing) Org. A) 

4. It is hard to introduce more diversity into Latvian IT organizations than it is right 

now. All employees generally have education in IT. Two cultures – Latvian and 

Russian – already coexist together. Quite many women work in the IT sphere. 

Does it mean that there are no problems with diversity or that there is a stagnation 

of diversification? Only time will show. (Experienced Project Manager, PMP 6 

from SD (Outsourcing & Own Products) Org. C; Experienced Project Manager, 

PMP 9 from SD (Outsourcing) Org. E) 

5. Not all people want to be the leaders of innovation. It is the risk that innovation 

can fail. So it is the problem to find the right person that has passion to innovation 
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and will be supported by the management. (Young Project Manager 7 from SD 

(Outsourcing & Own Products) Org. C) 

 

4.2.5. Energize People 

Describe the problems you have encountered when implementing creativity to be 

addressed in: 1.Working environment, 2.Used techniques, 3.Motivation, 4.Personal values, 

5.Personal connectivity. 

As creativity is the most amorphous part of the innovation it is worth aligning its 

constraints and to learn which problems were encountered during aligning each of the 

constraint. Different environments of the interviewees should help us and readers to become 

aware of the organizational issues that could emerge during this process. 

1. The main problem mentioned by all respondents is a long feedback loop. If others 

do not have a chance to evaluate and give a feedback on someone’s proposal fast 

and directly, then it means that proper working environment is not setup. There are 

no other problems to setup working environment that encourages creativity if the 

support from management is given. 

2. The problems mentioned here are related to the fact that explicit creativity 

techniques just are not used or forgotten. Some practical trainings to be held before 

techniques are adopted by the team. (Experienced Project Manager, PMP 4 from 

SD (Outsourcing & Own Products) Org. B) 

3. Motivation is lost when negative feedbacks are not constructive and when there is 

no emotional praise for the creative solution (Experienced Project Manager, PMP 

4 in SD (Outsourcing & Own Products). Motivation is related to personal 

connectivity, because courage of the team members can improve the motivation 

for creativity (Young Project Manager 8 from SD (Outsourcing & Own Products) 

Org. D). 

4. Nothing can be done if personal values of the person do not correspond to the 

values of the environment. If the majority of these values are not supported by 

other team members than it is worth for manager to move the person to another 

team, otherwise she will not be productive or even can harm the creativity nature 

within the team. (Experienced Team Lead 11 from Financial Org. F; Experienced 

Team Lead 12 from Financial Org. G) 

5. It often occurs that personal connectivity within the team creates a competitive 

environment between the teams. Some competitiveness between the teams is good 
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till it does not makes hostile environment within the organization in overall. Thus 

managers should be aware of this and they should promote the collaboration 

between the self-organized teams. (Experienced Project Manager, PMP 6 from SD 

(Outsourcing & Own Products) Org. C) 

 

4.2.6. The Basic of Self-Organization 

Describe the problems you have encountered when defining the decisions that the 

team is allowed to make without manager and what decisions must be done by the manager. 

This is the topic that is interesting to every manager. The same as for previous topic, 

organizational context is very important in this question. Analysis of this question should help 

to decrease the fear of empowerment. 

If manager wants to find the proper level of authorization then she should try and wait 

There is no generic solution for all the teams. If there are strong team leaders inside the team 

then they will ask for higher level of authorization and manager should cooperate and 

negotiate on it. If they do not – teams will not ask manager about any additional authorization. 

Then manager should either add strong team leader to the team, or to promote the new levels 

of authorization and to wait to see if the team can cope with the given level of authorization. 

But she should be around to take the responsibilities of the given level of authorization if 

something goes wrong. (Experienced Project Manager, PMP 4 from SD (Outsourcing & Own 

Products) Org. B; Experienced Project Manager, PMP 6 from SD (Outsourcing & Own 

Products) Org. C) 

Every respondent has reported that it is difficult to catch the moment when the limit of 

authorization is reached, so that it would not hurt the process. 

 

4.2.7. Empower Teams 

Describe the problems you have encountered in the following aspects when team is 

empowered: 1.Authority, 2.Risk handling, 3.Personal growth, 4.Cultural change, trust, 

5.Respect. 

All these aspects are the most important to be covered in the empowerment topic. We 

understand that problems here are quite different depending on the seniority of interviewee 

and on the leanity of the organization. 

1. It should be known to and agreed with all other managers or team members that 

some individual or team is authorized. Otherwise empowerment does not help, but 
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hurts. (Experienced Project Manager, PMP 4 from SD (Outsourcing & Own 

Products) Org. B; Experienced Project Manager, PMP 9 from SD (Outsourcing) 

Org. E) 

2. As mentioned earlier, manager needs to be around to mitigate the risks just after 

empowerment. Manager cannot go to the vacation as soon she has increased the 

authorization level of the team. (Experienced Project Manager, PMP 4 from SD 

(Outsourcing & Own Products) Org. B; Experienced Project Manager, PMP 6 

from SD (Outsourcing & Own Products) Org. C) 

3. No one has reported the problems related to the personal growth. 

4. The same as with all other aspects, respondents from the large organizations with 

mature and strong hierarchical corporate culture has reported that empowerment 

process can be on hold or even dismissed till the cultural change goes from top to 

down. (Experienced Test Manager 1 from SD (Outsourcing) Org. A; Young 

Project Manager 2 from SD (Outsourcing) Org. A; Young Project Manager, 8 

from SD (Outsourcing & Own Products) Org. D) 

5. Manager should choose the persons to empower very carefully, so that other team 

members have respected her decision. If empowered person does not fit the 

authorization level, manager will hear rebuke from the top management. It will be 

notified by other team members as well. 3 managers have reported this as the 

problem they have encountered. (Experienced Project Manager, PMP 9 from SD 

(Outsourcing) Org. E; Young Project Manager 2 from SD (Outsourcing) Org. A; 

Newbie Project Manager 5 from SD (Outsourcing & Own Products) Org. B) 

 

4.2.8. Leading and Ruling on Purpose 

Describe the problems you have encountered when boundaries (rules and purposes) 

for self-organized team are set. 

The problems are encountered when rules for self-organization are mixed with the 

corporate rules to decrease the risks. This makes the boundaries unnatural and makes people 

to think that they do what they are bureaucratically asked for, not that makes the value for all. 

The solution of such problem is in moving the corporate rules on the higher level. It adds 

pressure to the manager, but it allows the team to operate in more Agile way. (Experienced 

Test Manager 1 from SD (Outsourcing) Org. A; Young Project Manager 2 from SD 

(Outsourcing) Org. A; Young Project Manager, 8 from SD (Outsourcing & Own Products) 

Org. D; Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E) 



56 
 

 

4.2.9. Align Constraints 

Describe the problems you have encountered when setting the team’s shared goal 

(functionality, time, resources and quality) and the appropriate level of authority to meet the 

goal. 

Respondents cannot find many problems when setting shared goals, but the level of 

authority depends on the organizational context. Shared goals were promoted before the Agile 

stream has gained its power, thus there are no problems with setting shared goals even for the 

large corporations (or branches of these corporations, in our case, that are asked to follow the 

same rules). It is worth mentioning that our initial assumption was that people face the 

problems with setting the shared goals. 

 

4.2.10. The Craft of Rulemaking 

Describe the problems related to people skills and discipline you have encountered 

when introducing the best practices of Agile software development within the team. 

Some of the respondents mentioned that it is hard for higher management to wait 

when people get the proper set of skills (through trainings and after gaining some practical 

experience) that will allow team to get better results as it is promoted by the Agility stream 

(Young Project Manager 2 from SD (Outsourcing) Org. A; Young Project Manager 10 from 

Financial Org. F; Experienced Management Consultant 13 in IT Consulting Org. H). Other 

problems related to the people skills are described in the answer of question 5.1.2. Agile 

Software Development. 

 

4.2.11. Develop Competence 

Describe the problems you have encountered when you tried to measure: 

1.Functionality, 2.Quality, 3.Tools, 4.People, 5.Time, 6.Process, 7.(Business)Value. 

1. There are some problems encountered when measuring the functional scope of the 

product when there is no detailed specification. It is negotiated by the frequent 

feedback from the client. (Experienced Project Manager, PMP 6 from SD 

(Outsourcing & Own Products) Org. C; Young Project Manager 3 from SD 

(Outsourcing & Own Products) Org. B) 
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2. The are some problems with reporting the status of testing, especially when 

manager’s company is a contractor, but client expects the waterfall measurements 

that do not make sense in the Agile project. For big clients it’s a great challenge to 

accept Agile way of testing and reporting. (Experienced Test Manager 1 from SD 

(Outsourcing) Org. A; Experienced Project Manager, PMP 4 from SD 

(Outsourcing & Own Products) Org. B; Experienced Project Manager, PMP 6 

from SD (Outsourcing & Own Products) Org. C) 

3. The problem with the tools is related to the reporting, as mentioned previously. 

Some respondents were in situations when heavy waterfall tools were forced by 

the clients, thus they did not get sufficient statistical information from the report 

because testing still was done in the Agile way. (Experienced Test Manager 1 from 

SD (Outsourcing) Org. A; Experienced Project Manager, PMP 4 from SD 

(Outsourcing & Own Products) Org. B) 

4. The problems with the feedback forms and performance reviews do not depend on 

the Agility. In some Agile organization old feedback forms are still used, but they 

are there just for formality or are used as some kind of the guideline (Org. B; Org. 

C). The main strengths of performance reviews are the frequency and openness 

(Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) 

Org. B). 

As reported from the organization A, they still have closed meeting of managers 

where they give their marks to employees. So, there is no one-on-ones and it is 

very annoying and stressful for employees. Employees just receive a letter with 

their mark every half a year on the email. And they leave the company when no 

one can remember, why such mark was given. 

Frequent one-on-ones is the practice that is used in all other organizations 

represented by respondents. 

5. There is no specific estimation technique to evaluate the changing scope of the 

Agile project. Only experience in the similar projects with the same teams can help 

here. (Experienced Project Manager, PMP 4 from SD (Outsourcing & Own 

Products) Org. B; Young Project Manager 7 from SD (Outsourcing & Own 

Products) Org. C) 

6. It is quite hard to introduce the metrics to measure the process. Thus process 

improvement during retrospectives in most cases is done through taking the 

personal feelings, not the absolute measurements into consideration (Young 
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Project Manager 7 from SD (Outsourcing & Own Products) Org. C; Young Project 

Manager 10 from Financial Org. F) 

7. The same as with previous aspect, the special metrics are not used only in Agile 

projects when measuring a business value. Specific metrics are measured when 

reaching them is set as a goal before the project. In other cases the main 

measurement is the happiness of the client while all contractual points are met. 

(Young Project Manager 7 from SD (Outsourcing & Own Products) Org. C; 

Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E) 

Describe the problems you have encountered when implementing procedures for 

identifying and supporting necessary personal development? 

Despite the fact that personal development is the obligation of the person itself, it is 

the obligation of the manager to help in the identification of the needs and to support the 

person in personal development activities. This topic is very broad, but some hints from 

respondents can be useful. 

There are no problems in the identification of the necessity of personal development as 

soon as frequent one-on-ones are held. (In all organizations, except organization A) 

Problems in the support of personal development were encountered when there are hot 

times of the projects. Current project activities almost always have higher priority than 

personal development and this should be clearly communicated to the receiver of the support. 

(Young Project Manager 2 from SD (Outsourcing) Org. A; Experienced Team Lead 12 from 

Financial Org. G) 

 

4.2.12. Communication on Structure 

Describe the problems you have encountered when implementing the following 

capabilities of the communication to be used by the organization for: 1.Connecting, 

2.Filtering, 3.Empathizing, 4.Understanding, 5.Developing, 6.Managing, 7.Broadcasting, 

8.Influencing, 9.Conversing. 

This topic is very broad as well, because it has clear roots in the complex adaptive 

systems theory. 

None of the respondents has implemented or tried to reach the co-existence of all 

capabilities of the communication within the team or organization. The main criteria is that if 

manager feels that there are enough feedback loops and that employees are not complaining 

on the communication issues then it means that everything is fine. If not, then it is quite hard 

to identify the missing capability. (Experienced Project Manager, PMP 4 from SD 
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(Outsourcing & Own Products) Org. B; Young Project Manager 7 from SD (Outsourcing & 

Own Products) Org. C) 

Another problem is when communication flow has a bottleneck. For example, when 

due to corporate culture, only managers can communicate with the clients. And in some 

organizations this barrier cannot be overcome. (Young Project Manager 2 from SD 

(Outsourcing) Org. A; Young Project Manager 8 from SD (Outsourcing & Own Products) 

Org. D) 

 

4.2.13. Grow Structure 

Describe the problems you have encountered when organizational changes were 

implemented on the following levels: 1.Teams, 2.Project managers, 3.Line managers. 

Despite the common problem of lack of the proper people, such problems can be 

encountered per each level: 

1. It is very hard to get the proper pace of the teamwork when team members are 

changed frequently. Try to keep the same (successful) team as long as it is 

possible. (Experienced Project Manager, PMP 4 from SD (Outsourcing & Own 

Products) Org. B) 

2. When changes are made on the project manager level, whole team can be left 

unassigned with tasks. Transition process of the team from one project manager to 

another should be as long as possible. (Young Project Manager 10 from Financial 

Org. F; Young Project Manager 2 from SD (Outsourcing) Org. A) 

3. Top management should take care of the  painless change on the line management 

level. It means that it should calm down the great reforms as soon as line 

management is changed if it is not a crisis management mode. Otherwise people 

tend to change a department or even a company when the great reforms are made 

without previous recognition of the situation. (Young Project Manager 10 from 

Financial Org. F; Young Project Manager 2 from SD (Outsourcing) Org. A; 

Experienced Project Manager, PMP 6 from SD (Outsourcing & Own Products) 

Org. C) 

It was quite hard to learn about the proper teams, and benefits of scaling out or scaling 

up, because it very depends on the context. For example, it is normal for company A to have 

very large project where many small teams are participating. Others tend to perform projects 

for larger period of time, but using less people involved per project. And what is interesting, 

already now no one cares about some specific structure of the team itself, because it seems 
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quite natural for software development companies in Latvia that teams should be cross-

functional. 

 

4.2.14. Change Management 

Describe the problems you have encountered when using the following improvement 

approaches: 1.Adapting, 2.Exploring, 3.Anticipating. 

There were no problems encountered when using any of the approaches. They just 

were applied when changes were needed and promoted. 

 

4.2.15. How to Improve Everything 

Describe the problems you have encountered when attempting to make change 

desirable and stagnation painful. 

These are very challenging processes. Changes generally are not encouraged when 

long time project is facing the sufficient key performance indicators. (Young Project Manager 

2 from SD (Outsourcing) Org. A; Young Project Manager 8 from SD (Outsourcing & Own 

Products) Org. D; Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E) 

Some of the companies have also reached the level when they have already adopted a 

lot of Agile practices and the management does not want to perform the changes only because 

it is suggested so by, for example, Management 3.0 framework. (Young Project Manager 10 

from Financial Org. F; Experienced Team Lead 11 from Financial Org. F; Newbie Project 

Manager 5 from SD (Outsourcing & Own Products) Org. B) 

Describe the problems you have encountered during the implementation of support of 

the continuing input (and output) of ideas throughout the organization. 

There are several types of problems encountered: insufficient creativity of the 

corporate environment (Young Project Manager 2 from SD (Outsourcing) Org. A), not 

receiving the fast feedback on the new ideas (Experienced Project Manager, PMP 9 from SD 

(Outsourcing) Org. E), and, on another side of the coin, people are tired of the dynamic flow 

of the ideas, so they do not pay attention to them anymore (Experienced Team Lead 11 from 

Financial Org. F). It means that idea generation level should be constant, but not so frequent, 

so that people could implement and use previous ideas for a while, as suggested by 

Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B. 
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4.2.16. All Is Wrong, but Some Is Useful 

Describe the problems you have encountered when implementing the following whole 

views of the Management 3.0 model: 1.Energize people, 2.Empower teams, 3.Align 

constraints, 4.Develop competence, 5.Grow structure, 6.Improve everything. 

Each previous question was related to one of the views of the Management 3.0 model. 

When people were asked questions related to each view, our dialogue was covering the whole 

view itself. We have shown this in answers for all previous questions where applicable. Thus, 

when we were asking this last question, they said that they actually had told us everything 

they wanted to tell already. 
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5. ANALYZING FINDINGS 

5.1. Analysis 

An analysis of the interviews as well as the analysis of previously conducted related 

studies and Management 3.0 book itself resulted in collection of the difficulties related to, and 

suggestions on Agile leadership implementation in software development organizations. This 

collection is depicted in Table 5.1. 

 

Table 5.1. 

Difficulties Related to and Suggestion in Agile Leadership Implementation through the 

Prism of Management 3.0 Views 

Management 3.0 

View 

Difficulties/ Problems Suggestions 

Energize people Long feedback loops Control competitiveness between the teams 

Unconstructive feedbacks Remind about creativity techniques 

Little number of creative people Choose and support innovative leaders 

Make your work enjoyable 

Value people over process/ tools 

Empower teams Empowerment can be dismissed by 

strong hierarchical corporate culture 

Be around in the beginning of the authorization 

Make everyone aware of new authorizations 

Choose candidates for authorizations very 

carefully 

It is easier to empower the team if it has strong 

informal leader(s) 

Align constraints Corporate rules make definition of 

rules for team harder 

Increase autonomy of the projects 

Move corporate rules from team to higher level 

Exercise transparency 

Be result focused 

Asses Agility in terms of values instead of Agile 

practices 
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Table 5.1. (continued) 

Management 3.0 

View 

Difficulties/ Problems Suggestions 

Develop 

competence 

Higher management often cannot 

wait when skill set of people is 

enough to get the benefit from Agile 

Tools to be adapted in order to be used in Agile 

software development 

It is hard to estimate the changing 

scope of Agile project 

Often one-on-ones with employees is a must 

Project activities can delay personal 

development activities 

Foster learning environment 

It is hard to teach Agile to “old 

school” people 

Attract and mentor talent 

Change hiring process tailoring Agile methods 

Pair programming for developers of different 

level 

Encourage task self-assignment and work in 

different areas to learn new skills 

Grow structure It is hard to identify missing 

communication capabilities when 

communication process is generally 

in place 

Be aware of communication bottlenecks when 

communication with clients occur only through 

managers 

Do not change the teams very often 

Prolong the transition time on project manager’s 

change 

Do not support severe reforms as soon as line 

manager is changed 

Improve 

everything 

It is possible that manager will face 

the situation when the change should 

or could be made only in a sense of 

keeping changes constant 

Keep idea generation constant, but not so 

frequent 

It is hard to find a reason for change 

in a long lasting successful project 

 

Difficulties and suggestions are divided per Management 3.0 views. Analysis details 

per view can be found below. It is worth mentioning that almost all gathered practices 

correspond to the Management 3.0 practices gathered by Appelo (2010), that is why explicit 

reference to the Management 3.0 book will not be given in the analysis section. Discrepancies 

between Management 3.0, other studies, and respondents’ answers are shown in chapter 5.1.7. 

Other Interesting Discoveries. 
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5.1.1. Energize People 

The problem with long feedback loops is mentioned by all respondents. Problems 

with long (or missing) feedback loops are mentioned in Agile leadership studies by Baker & 

Thomas (2007), Moe at al. (2009), and Conboy et al. (2011). 

Unconstructive feedback is mentioned as a problem by the Experienced Project 

Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B. We have not found exactly 

the same problem in other studies, but proper feedback systems (that exclude the possibility 

of unconstructive feedback) are suggested in study by Conboy et al. (2011). 

Little number of creative people is mentioned as a problem by the Young Project 

Manager 7 from SD (Outsourcing & Own Products) Org. C. There is no explicit mentioning 

of this problem found in other sources, but it is worth mentioning, because the need for 

creativity and social trainings for software developers are mentioned by Conboy et al. (2011). 

From our point of view, these two problems have the same root. 

Suggestion to control the competitiveness between the teams is given by the 

Experienced Project Manager, PMP 6 from SD (Outsourcing & Own Products) Org. C. We 

have found only particular case of the suggestion to encourage the collaboration between the 

cross-teams on sharing Agile practices in study by Conboy et al. (2011). The same suggestion 

can be given by one of the thesis authors (Ivans). Ivans has experienced the problem of 

overcompetitivness between the teams by himself. 

Suggestion to remind about creativity techniques is given by the Experienced 

Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B. The need for 

creativity and social trainings is mentioned in the studies by Conboy et al. (2011) and Ralston 

(2008) as well. 

The Young Project Manager 7 from SD (Outsourcing & Own Products) Org. C 

suggests choosing and supporting innovative leaders. Conboy et al. (2011) also suggests 

encouraging Agile and innovation champions, as well as defining specific roles when it is 

needed. 

To make work enjoyable is suggested by Ralston (2008). All respondents have 

mentioned “proper” working environment to be set up to encourage creativity. From our point 

of view, creative and enjoyable working environment are synonyms. 

Ralston (2008) suggests to value people over process/ tools as well sharing her own 

experience on this topic. We should not forget that this is one of the postulates of the Agile 

Manifesto (Beck et al., 2001a). No one from respondents has mentioned this explicitly, 
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possibly because this is one of the best known practices within the Agile software 

development. 

5.1.2. Empower Teams 

The problem that empowerment can be dismissed by strong hierarchical corporate 

culture is reported by the Experienced Test Manager 1 and by the Young Project Manager 2 

(both from SD (Outsourcing) Org. A), and by the Young Project Manager, 8 from SD 

(Outsourcing & Own Products) Org. D. The problems when manager cannot overcome strong 

corporate culture are described in the study by Moe at al. (2009). 

To be around in the beginning of the authorization is suggested by the Experienced 

Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B and by the 

Experienced Project Manager, PMP 6 from SD (Outsourcing & Own Products) Org. C. There 

are no explicit similar suggestions found in the other studies. 

Suggestion to make everyone aware of new authorizations is reported by the 

Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B and by 

the Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E. 

The Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E, Young 

Project Manager 2 from SD (Outsourcing) Org. A, and Newbie Project Manager 5 from SD 

(Outsourcing & Own Products) Org. B suggest choosing candidates for authorizations very 

carefully. Selection of Change Leader (leadership role described by Dubinsky & Hazzan 

(2010) that can perform changes without additional authorization) is promoted as very careful 

process as well. 

Discovery that it is easier to empower the team if it has strong informal leader(s) 

is reported by the Experienced Project Manager, PMP 4 from SD (Outsourcing & Own 

Products) Org. B and by the Experienced Project Manager, PMP 6 from SD (Outsourcing & 

Own Products) Org. C. Ad-hoc leadership phenomena, as described and suggested to be used 

by Dubinsky & Hazzan (2010), is closely related to informal leadership suggested by 

respondents. 

5.1.3. Align Constraints 

The Experienced Test Manager 1, Young Project Manager 2 (both from SD 

(Outsourcing) Org. A), Young Project Manager, 8 from SD (Outsourcing & Own Products) 

Org. D, and Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E report that 

corporate rules make the definition of rules for team harder. They suggest moving 

corporate rules from team to higher level. Furthermore, Moe at al. (2009) shows the 
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benefits of the increasing the autonomy of the projects (from other projects and corporate 

rules). 

Ralston (2008) suggests exercising transparency (i.e. earn and keep team trust) and 

being result focused. Result focusing is closely related to suggestion by Conboy et al. (2011) 

to assess the Agility in terms of values instead of Agile practices. It is worth mentioning 

that exercising transparency should be treated as Align Constraints view, because this practice 

is focused on integration the value of “trust” to the working environment, i.e. setting the 

“constraint”. 

5.1.4. Develop Competence 

The Young Project Manager 2 from SD (Outsourcing) Org. A, Young Project 

Manager 10 from Financial Org. F, and Experienced Management Consultant 13 from IT 

Consulting Org. H have reported that higher management often cannot wait when skill set 

of people is enough to get the benefit from Agile. It is worth to mention that Baker & 

Thomas (2007) reported that not all Agile practices they have tried to implement succeeded. 

Estimation problem of the changing scope of the Agile project is reported by the 

Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B and by 

Young Project Manager 7 from SD (Outsourcing & Own Products) Org. C. The Experienced 

Project Manager, PMP 6 from SD (Outsourcing & Own Products) Org. C and Young Project 

Manager 3 from SD (Outsourcing & Own Products) Org. B are experiencing problems with 

scope definition itself. 

The Young Project Manager 2 from SD (Outsourcing) Org. A and Experienced Team 

Lead 12 from Financial Org. G have reported that project activities can delay personal 

development activities. Conboy et al. (2011) suggests some practices like pair 

programming for developers of different levels, assigning mentors to new stuff, 

encouraging task self-assignment and working in different areas to learn new skills to 

overcome this difficulty. Ralston (2008) suggests attracting and mentoring talent as well. 

The Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) 

Org. B, Young Project Manager 8 from SD (Outsourcing & Own Products) Org. D, and 

Young Project Manager 3 from SD (Outsourcing & Own Products) Org. B have reported that 

they have experienced problems with teaching the Agile to “old school” people. Thus 

Conboy et al. (2011) suggests changing hiring process tailoring Agile methods. 

The problems with tools have been reported by the Experienced Test Manager 1 from 

SD (Outsourcing) Org. A and Experienced Project Manager, PMP 4 from SD (Outsourcing & 
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Own Products) Org. B. Thus tools to be adapted in order to be used in the Agile software 

development. 

Managers of organization A have reported the problems related to the passive system 

of evaluation including the knowledge gathering about the people needs in competence 

development, while all other respondents insist that often one-on-ones with employees are a 

must. Frequent and more depth system of evaluation is suggested by Conboy et al. (2011) as 

well. 

Conboy et al. (2011) and Ralston (2008) suggest fostering learning environment in 

different ways. It is mentioned by all respondents that learning environment is quite natural 

for modern IT organizations in Latvia. 

5.1.5. Grow Structure 

The Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) 

Org. B and Young Project Manager 7 from SD (Outsourcing & Own Products) Org. C have 

mentioned that it is hard to identify missing communication capabilities when 

communication process is generally in place. 

The Young Project Manager 2 from SD (Outsourcing) Org. A and Young Project 

Manager 8 from SD (Outsourcing & Own Products) Org. D suggest to be aware of 

communication bottlenecks when communication with clients occur only through the 

managers. Use of the Change Leader role described by Dubinsky & Hazzan (2010) can be a 

workaround in situations when corporate rules do not allow authorizing the whole team to 

contact the client. 

Suggestion that teams should not be changed very often is expressed by thr 

Experienced Project Manager, PMP 4 from SD (Outsourcing & Own Products) Org. B. The 

same is suggested by Ralston (2008). 

The Young Project Manager 10 from Financial Org. F and Young Project Manager 2 

from SD (Outsourcing) Org. A suggest to prolong the transition time on project manager’s 

change. Possibly, this suggestion comes due to inexperience of these two respondents. They 

both and the Experienced Project Manager, PMP 6 from SD (Outsourcing & Own Products) 

Org. C suggest not supporting severe reforms as soon as line manager is changed. 

It is worth to mention that we have not found the topic regarding the communication 

capabilities intensively studied, thus the collection of gathered best practices mainly consists 

of the experience of respondents. It can be seen both as the uniqueness and as the drawback of 

our study, but we suppose that mentioned suggestions are fair enough based on our 

experience as well. 
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5.1.6. Improve Everything 

The best practices on this topic are gathered only from respondents as well as for topic 

mentioned previously for the same reasons. 

The Young Project Manager 10 from Financial Org. F, Experienced Team Lead 11 

from Financial Org. F, and Newbie Project Manager 5 from SD (Outsourcing & Own 

Products) Org. B have discovered that there are situations when the change should or could 

be made only in a sense of keeping changes constant. The Young Project Manager 2 from 

SD (Outsourcing) Org. A, Young Project Manager 8 from SD (Outsourcing & Own Products) 

Org. D, and Experienced Project Manager, PMP 9 from SD (Outsourcing) Org. E have found 

that it is hard to find a reason for change in a long lasting successful project. Thus, the 

suggestion by the Experienced Team Lead 11 from Financial Org. F that idea generation 

should be kept constant, but not so frequent can be applied for both problems mentioned 

above. 

5.1.7. Other Interesting Discoveries 

In this chapter different discrepancies between the Management 3.0 practices, other 

studies, and respondents answers to be covered. 

Ad-hoc leadership described by Dubinsky & Hazzan (2010) is an alternative to Agile 

leadership implementation according to the Management 3.0 framework. Ad-hoc leadership 

and informal leadership (Appelo, 2010, pp.281-283) looks similar concepts, but in closer look 

Ad-hoc leadership is an independent and quite detailed framework for Agile leadership 

implementation and keeping it running. 

According to Whetten (2006, as cited in Baker & Thomas, 2007) incremental teaching 

per aspect of the large complex model can be more useful than teaching the whole model at 

once. Contrary to Whetten, Appelo (2010, p.246) suggests to implement the whole memeplex 

instead of individual memes. 

Appelo (2010, p.353-355) insists on the constant change and ideas flow within the 

organization while practitioners report that people become irrelevant when ideas flow is very 

huge and when they just want to work in the stable environments for some period of time. 

Constant races irritate people that want to concentrate on their direct obligations. 

It is also worth to mention that despite the interesting approach of laying the 

theoretical basis of Management 3.0 on the basis of the complexity theory, many of the 

framework adopters do not care of this aspect of the framework. They found it (framework) 

useful in the way that it gives some clear directions to look into during the implementation of 
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Agile leadership. But when the framework goes into deeper details of some aspects 

introducing the new terms, adopters do not remember these details very well, for example: 

 practitioners do not care which approach to solve the problems they use – 

holism or reductionism, they just sort out the natural way to get to the solution; 

 practitioners do not want to think about complexity thinking and its application 

– they also find it quite natural; 

 practitioners do not remember and even did not try to identify all 

communication capabilities provided by the framework. 

  



70 
 

6. CONCLUSION 

This thesis offers an overview of the best practices in Agile leadership. The overall 

idea with Agile leadership is an operations management which combines cost leadership, 

quality control and empowerment of employees. We have acknowledged the reader with 

theoretical concepts related to Agile software development, Agile leadership, and 

Management 3.0 as a framework for Agile leadership implementation. We have also explored 

other studies related to Agile leadership implementation. Interviews with Management 3.0 

appliers about the difficulties with the framework implementation have been held. 

Suggestions on framework implementation have been gathered as well through the interview 

process. Collection of important difficulties related to, and best practices of Agile leadership 

implementation sorted by Management 3.0 views based on interview data and related studies 

has been generated. It means that we have fulfilled the goal of master thesis set up in the 

beginning and have answered the research question. 

Table 5.1. can be treated as a visualized answer of the question: “What are the 

difficulties related to, and best practices of Agile leadership implementation in software 

development organizations through the prism of Management 3.0 framework views?” The 

general difficulty identified is the proper creation of the Agile learning promoting and 

knowledge sharing environment, while overcoming different corporate rules. It is hard to 

identify and propose an exact general suggestion. Yet, our findings suggest “Keep idea 

generation constant, but not so frequent” can be treated as such. “Idea generation” should be 

replaced with each Management 3.0 view to understand that frequent changes should not 

annoy knowledge workers doing their jobs. 

Agile methods decrease the failure of software development projects. But the 

knowledge and capabilities of Agile leadership is a must for Agile transformation.  The results 

of the conducted studies will be interesting not only to managers of software development 

organizations that are implementing Agility, but also to managers of other R&D organizations 

that are transforming to Agility with less pace. 

As personal achievements, it is worth mentioning that through this study we have 

found some useful tips to be applied in order to improve the collaboration with our teams or 

in order to change some Agility aspects within our organizations. We do not need to apply the 

whole Management 3.0 model, because we already work in Agile organizations. But, for 

example, one of us (Ivans) started to conduct one-on-ones with team members more 

frequently. “What can I do to help you do your best work?” – simple question by Berkun 
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(2008, p.186, as cited in Appelo, 2010, pp.82) really helps to improve the working 

environment. 

From our opinion, further academic work related to the topic that could be conducted 

is to identify the metrics that could be applied to the project or team before some missing 

aspects of Agility are applied (depending on the nature of the aspect) and to measure them 

after they are applied. “Correctness” of Agile leadership pattern used for this transformation 

to be assumed as the main variable for these measurements. 

In the last words of our master thesis we would like to remind the suggestion by 

Wailgum (as cited in Appelo, 2010, p.211) that the best way to implement Agile process 

(using Agile leadership implementation best practices, of course) is to do it in your own way. 
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APPENDIX A: MANIFESTOS 

Manifesto for Agile Software Development (Beck et al., 2001a) 

We are uncovering better ways of developing software by doing it and helping others 

do it. Through this work we have come to value: 

 Individuals and interactions over processes and tools 

 Working software over comprehensive documentation 

 Customer collaboration over contract negotiation 

 Responding to change over following a plan  

That is, while there is value in the items on the right, we value the items on the left 

more. 

Principles behind the Agile Manifesto (Beck et al., 2001b) 

We follow these principles: 

 Our highest priority is to satisfy the customer through early and continuous 

delivery of valuable software.  

 Welcome changing requirements, even late in development. Agile 

processes harness change for the customer's competitive advantage.  

 Deliver working software frequently, from a couple of weeks to a couple of 

months, with a preference to the shorter timescale.  

 Business people and developers must work together daily throughout the 

project.  

 Build projects around motivated individuals. Give them the environment 

and support they need, and trust them to get the job done.  

 The most efficient and effective method of conveying information to and 

within a development team is face-to-face conversation.  

 Working software is the primary measure of progress.  

 Agile processes promote sustainable development. The sponsors, 

developers, and users should be able to maintain a constant pace 

indefinitely.  

 Continuous attention to technical excellence and good design enhances 

Agility.  
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 Simplicity--the art of maximizing the amount of work not done--is 

essential.  

 The best architectures, requirements, and designs emerge from self-

organizing teams.  

 At regular intervals, the team reflects on how to become more effective, 

then tunes and adjusts its behavior accordingly. 

Manifesto for Software Craftsmanship (Software Craftsmanship, 2009) 

As aspiring Software Craftsmen we are raising the bar of professional software 

development by practicing it and helping others learn the craft. Through this work we have 

come to value:  

 Not only working software, 

but also well-crafted software 

 Not only responding to change, 

but also steadily adding value 

 Not only individuals and interactions, 

but also a community of professionals 

 Not only customer collaboration, 

but also productive partnerships 

That is, in pursuit of the items on the left we have found the items on the right to be 

indispensable. 
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APPENDIX B: BIG LIST OF 50 VIRTUES 

Big List of 50 Virtues (Agile Values in Bold) (Wisdom Commons website, as cited in 

Appelo, 2010, p.93) 

Accuracy Creativity Honesty Persistence Simplicity 

Assertiveness Curiosity Humor Pragmatism Skill 

Aesthetics Decisiveness Industriousness Purposefulness Stewardship 

Balance Determination Initiative Rationality Tactfulness 

Caution Endurance Integrity Reliability Thoroughness 

Cleanliness Enthusiasm Joyfulness Resilience Tolerance 

Commitment Excellence Knowledge Respect Trust 

Confidence Flexibility Mindfulness Responsibility Trustworthiness 

Cooperation Focus Openness Self- discipline Unity 

Courage Helpfulness Orderliness Service Vision 

 

  



77 
 

APPENDIX C: GUIDE FOR INTERVIEW 

This guide was used for gathering the information from the coaches/ consultants and 

the managers about the difficulties to implement Management 3.0. 

The guide is based on the chapter structure and content of the book Management 3.0 

by Jurgen Appelo (2010). 

Holism and Reductionism  
Describe the difficulties you have encountered during the application of a holistic 

approach for solving the problems. 

Agile Software Development 
Describe the problems you have encountered when introducing the Agility in the 

following dimensions within the organization: 1.People, 2.Functionality, 3.Quality, 4.Tools, 

5.Time, 6.(Business)Value, 7.Process. 

Complex Thinking 
Describe the problems you have encountered when diversity of perspectives is used to 

meet and explore challenges. 

The Information-Innovation System 
Describe the problems you have encountered when implementing innovation to be 

actively addressed in the organization from the perspectives of: 1.Knowledge, 2.Creativity, 

3.Motivation, 4.Diversity, 5.Personality. 

Energize People 
Describe the problems you have encountered when implementing creativity to be 

addressed in: 1.Working environment, 2.Used techniques, 3.Motivation, 4.Personal values, 

5.Personal connectivity. 

The Basic of Self-Organization 
Describe the problems you have encountered when defining the decisions that the 

team is allowed to make without manager and what decisions must be done by the manager. 

Empower Teams 
Describe the problems you have encountered in the following aspects when team is 

empowered: 1.Authority, 2.Risk handling, 3.Personal growth, 4.Cultural change, trust, 

5.Respect. 

Leading and Ruling on Purpose 
Describe the problems you have encountered when boundaries (rules and purposes) 

for self-organized team are set. 
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Align Constraints 
Describe the problems you have encountered when setting the team’s shared goal 

(functionality, time, resources and quality) and the appropriate level of authority to meet the 

goal. 

The Craft of Rulemaking 
Describe the problems related to the people skills and discipline you have encountered 

when introducing the best practices of Agile software development within the team. 

Develop Competence 
Describe the problems you have encountered when you tried to measure: 

1.Functionality, 2.Quality, 3.Tools, 4.People, 5.Time, 6.Process, 7.(Business)Value. 

Describe the problems you have encountered when implementing procedures for 

identifying and supporting necessary personal development? 

Communication on Structure 
Describe the problems you have encountered when implementing the following 

capabilities of the communication to be used by the organization for: 1.Connecting, 

2.Filtering, 3.Empathizing, 4.Understanding, 5.Developing, 6.Managing, 7.Broadcasting, 

8.Influencing, 9.Conversing. 

Grow Structure 
Describe the problems you have encountered when organizational changes were 

implemented on the following levels: 1.Teams, 2.Project managers, 3.Line managers. 

Change Management 
Describe the problems you have encountered when using the following improvement 

approaches: 1.Adapting, 2.Exploring, 3.Anticipating. 

How to Improve Everything 
Describe the problems you have encountered when attempting to make change 

desirable and stagnation painful. 

Describe the problems you have encountered during the implementation of support of 

the continuing input (and output) of ideas throughout the organization. 

All Is Wrong, but Some Is Useful 
Describe the problems you have encountered when implementing the following whole 

views of Management 3.0 model: 1.Energize people, 2.Empower teams, 3.Align constraints, 

4.Develop competence, 5.Grow structure, 6.Improve everything. 


