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“Why do the wicked prosper?”
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“It rains on the just and the unjust”

Note: where and when this was 
written, rain was considered a 
blessing rather than a fun-spoiler. 
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That’s just, 
like, your 
opinion, man.

But agility is super-important!
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Was it Agile?
Do we know of cases where it definitely was 
agile practices alone that decided success 
or failure of a company or product?

(I suspect not; explanations forthcoming)
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We are 
successful and 

we do X

Correlation is not Causation

Because X?
or

Despite X?
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Fertile Curiosity Space

https://www.nav.com/blog/50-5-reasons-why-companies-succeed-5431/
https://blog.pragmaticengineer.com/project-management-at-big-tech/
https://www.cleanlink.com/cp/article/The-Three-Elements-Of-A-Successful-Business--5637
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Hero Executives

Vision Drive Ambition Genius Imagination

Character Boldness Leadership

Inspiring Planning Ethics Governance
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But then…

https://www.marketwatch.com/story/ceo-performance-doesnt-matter-very-much-2013-05-22
https://www.theatlantic.com/magazine/archive/2009/06/do-ceos-matter/307437/
https://www.forbes.com/sites/erikaandersen/2013/05/28/why-ceos-dont-focus-on-people-even-if-they-say-its-important/?sh=32ecce09193b
https://www.sciencedaily.com/releases/2015/10/151022192337.htm
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But that’s EXECUTIVEs not Product Managers.
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We have our opinions, of course…

Our success is due to our choice to use 
Informix 4GL! SW Director for a company whose 

income came almost entirely from a 
COBOL mainframe app, and whose 
front-end developers had largely 
converted to C and C++.

True Story

SW Director 
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Leadership
Finance

Market Fit

Competitive Forces

Marketing

Reputation

User Experience

Network Effect

Halo Effect

The reason for 
our success… 
hmmm…
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The MAGIC COOKIE…

Our recipe genius has invented a 
cookie that has:

● A pleasing appearance
● Agonizingly delicious aroma
● A flavor like a baby’s laughter
● Raving fans
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The MAGIC COOKIE…

● Profits are US$3B per year 
and growing.

● Costs are only a few 
hundred million a year.
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The MAGIC COOKIE…

You are now managing software 
development for 

● logistics
● mobile app
● point of sale
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The MAGIC COOKIE…

WHY do you think it is 
crucial do agile software 

development?
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The MAGIC COOKIE…

Does your argument for agility 
pass the magic cookie test? 
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The MAGIC COOKIE…

Efficiency matters most 
when margins are tight.
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The Dominant Player…

“If our company stopped 
making money tomorrow, it 

would be 10 years before 
anyone would notice” 

Name withheld
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“If you’re not agile, you’ll fail!”

● many non-agile companies are successful
● many companies had success before going agile
● being agile is not table stakes
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But… the sheer efficiency!

Complicated systems seldom 
exceed five percent efficiency.

Gall, John. 
SYSTEMANTICS. THE SYSTEMS BIBLE
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But…agile is simple (which is why it’s hard)

What most of us are calling “agile” is a 
rather complicated system of tickets 
and status tracking.
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We’ve run entire 
projects on index cards.

Simple!
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For some reason, 
agile seems to help.

Why?
How?

https://vitalitychicago.com/blog/agile-projects-are-more-successful-traditional-projects/
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Why did we start even using 
Agile methods to begin 
with?

Where does that point us 
going forward from here?

Let’s Dig Deep

Why did we start doing 
agile to begin with?

Why does it matter?
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Divergence
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Requirements

System Design

Detailed Design

Development

Testing

Delivery

Maintenance
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Requirements

Divergence

M
isfit

Delivery
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Push delivery inward!

Deliver the software 
while they still need it!

Divergence!
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BRUTE FORCE

Surely the answer is to 
get it all done so fast 
that the divergence 
won’t get out of hand!

4GL CASE Crunch 
Mode

Bigger 
Teams

Divergence!
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OR
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Deliver early and often to better 
match the customer’s trajectory…

… even though it requires a different 
set of skills and structures.
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Close customer contact

Evolutionary Design

Frequent Delivery

Technical Excellence

New skills
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Simplicity Continuous Improvement

It should have been this way all along.
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Why is CI so important?

Main Line

Your Changes

My Changes

Divergence!
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Why Refactor? Divergence!

Design

Functionality
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Why test continuously?

How correct we think the code is

Divergence!

How correct the tests show it is

Time since the 
last test run.
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What we’ve actually done

What they imagine we’ve done

Why frequent deployments? Divergence!



Copyright © 2023, Industrial Logic, All Rights Reserved.

Why daily checkpoints?
Why group planning?
Why retrospectives?
Why cross-functional teams?
Why keep backlogs short?
Why specify by example?
Why use automated tests?

Divergence
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Why individuals and interactions over 
processes and tools?

Why working software over 
comprehensive documentation?

Why customer collaboration over 
contract negotiation?

Why responding to change over 
following a plan?

Divergence
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This might help explain 
29% more “success” and  
12% less “challenged”

https://vitalitychicago.com/blog/agile-projects-are-more-successful-traditional-projects/


Copyright © 2023, Industrial Logic, All Rights Reserved.

Scatter-gather describes a 
way of operating that has 
diverged from agile 
intentions and practices.
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How can our agile practice(s) 
evolve to be more helpful?
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Advances are made by 
fighting divergence with ever 
more incremental and 
iterative development.
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Queuing Systems and Flow

Wherever there is a handoff, there is a queue.
Queue time often dwarfs developer time, 

delaying delivery and feedback.
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Queuing Systems and Flow

Do people on both sides of the handoff 
have a common understanding and 
expectations for the work products?

Divergence?
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Queuing Systems and Flow

Big companies have pipelined 
processes with many 
handoffs.

Divergence?
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Approval handoffs 
ensure that things 
sometimes loop back.

Divergence!
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Loops Are Nested
Divergence!
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Management As A Service
It is incredibly hard to keep everyone 
on the same page, working toward 
the same goals, up-to-date on the 
same priorities!

It is too much to expect of any person.
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Management As A Service

Managers have influence over the 5 Ts.

● Time: schedules

● Talent: who gets to work on teams

● Target: what we are working toward

● Treasury: what we can spend

● Trust: how to move politically in the 
organization.
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Management As A Service

● Time: schedules

● Talent: team composition

● Target: what we are working toward

● Treasury: what we can spend

● Trust: how to move politically in the 
organization.

Can we intentionally 
apply these to push back 
against divergence?
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Inspection catches 
mistakes after they have 

been made.

What if, instead, we can 
spot mistakes as we are 

making them?
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Gather people to avoid 
queues and handoffs 

between them.

US3043
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Include those who might 
otherwise reject/loop 

work back.

US3043
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Start together
Work together
Finish together

US3043
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Organizational Design
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One Funnel 
One Team
One Product

Simplest Version
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Limited opportunity for 
divergence if:
● Funnel is fast-flowing
● Package goes to users
● Dev time is short-ish
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Funnel:Team:Product
Ratio is 1:1:1

Products are isolated and 
independent?

Beware dependency!

Scale Out
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People propagate 
knowledge as they flow 
freely between 
co-creating teams.

Permeable Boundaries

Divergence
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Funnel:Team:Product
Ratio is N:1:N

Scales poorly.
Requires hard prioritization.

Gives product 1/Nth team

Shared Team
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Funnel:Team:Product
Ratio is 1:N:1

Somewhat scalable

Increased risk of dependencies, 
feature interactions,  and 
integration failure.

Multiteam Product
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Funnel:Team:Product
Ratio is N:N:N

Multiple organizational 
goals satisfied “at once”

Worst code curation, hard 
to manage, risky.

Multiteam MultiProduct
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Close, but broader 

than that.
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You can start where you are.

Recognize and stop divergence
whatever your process happens to be.

A little at a time is progress.

 You can do it.
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Divergence

tottinge@industriallogic.com
Tim “Agile Otter” Ottinger


