


Five years ago…
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Our core IT 
systems 
crashed!

Joakim, we have 
a problem…



Joakim Sundén

Too many 
coordinators and 

very few engineers

Replanning 
upon 

replanning…

We outsourced 
most of our IT 
development

No idea what’s being 
developed or when it will be 
done - no transparency

Really 
unhealthy 

organization

GOOGLE IS 
COMING!!!

A Sense of Urgency
Or… a shared purpose
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Lessons are based on

Telenor Agile Transformation Journey from 2017-2020

Work with several other clients

50+ “Agile at Scale, Inspired by Spotify” public and in-house courses and 
follow-up workshops and conversations

Experience from Crisp colleagues

Books, articles, blogs, conferences, conversations, etc.

Joakim Sundén



Two Types of Lessons Learned

1. The change journey itself

2. What is actually changing in the 
organization and way of working
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Start as you like to finish: introduce agile 
in an agile way



It’s not a waterfall project

Joakim Sundén

comicagile.net/comic/the-agile-transformation-plan/ leanchange.org

It’s an iterative journey…



…where everyone should be engaged
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People who feel they have co-
created a solution feel 5 times 
more ownership than those who 
are “told” the solution



Understand where you are
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“If I had only one hour to save the world, I would spend fifty-five 
minutes defining the problem, and only five minutes finding the 
solution.”

- Albert Einstein



Beware value stream analysis paralysis!
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B2B

B2C- Digital Front End

B2C-
Mobile

B2C-FMC Analytics

G&T



Develop vision and principles iteratively
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Develop vision and principles iteratively

Joakim Sundén

Goal/Direction

Actions/Experiments

Results
Single-loop

learning

Double-loop
learning



Bring in help!

Joakim Sundén



Bring in help!
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But don’t get too dependent on 
them - develop your own 
capabilities too.



It’s a marathon, not a sprint
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Treat “resistance” as feedback

Joakim Sundén



Find and leverage the bright spots
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Celebrate your successes

• Cross-functional agile teams
• Big project Kanban board
• Big room planning
• Agile teams in Digital Channels 

converging line organizations 
and value streams

• …



Use SAFe and other frameworks as 
toolboxes
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Respect and leverage the legacy
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Partner with HR and others to build on and further develop 
existing leadership profiles, training, values, culture, and so on



What is changing?
It’s not just “agile teams”

Transforming to the “Spotify Model” typically means not only
changing how you build and deploy, but also changing:

§ How you solve problems

§ How you decide which problems to solve

§ How leaders and managers work

Based on svpg.com/transformation-defined/



Lipstick on a pig



Integrate business and IT through Mission 
based Tribes
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Develop and Sustain Tribal Unity
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Sausage factory



The Autonomous Squad

“The most important feature of the organization 
is the autonomous squad. All other features are 
designed to support that mini-startup-like 
squad.”

aka Empowered Product Team

“The most important thing is to empower teams 
by assigning them problems to solve, and then 
give the teams the space to solve them.”

Marty Cagan

Oskar Stål, Spotify CTO



https://jpattonassociates.com/read-this-first/ Joakim Sundén



We’re working on X. Because 
Sam said it’s important.

We’re done when the metrics 
have moved

We’re done when Sam is OK 
with it.

We’re working on X. Because 
we think it’s going to give 
impact Y, which matters to 

Spotify because of Z

Illustration: Henrik Kniberg

Moving from opinions to data
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Develop PMs/POs to be collaborative 
leaders

VIABLE
(BUSINESS)

VALUABLE
(CUSTOMER)

FEASIBLE
(TECH)

USABLE
(DESIGN)

SUCCESSFUL 
PRODUCT
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“We need teams of missionaries, 
not teams of mercenaries”

The cheap mercenary

John Doerr

“Hopefully this is obvious, but a strong 
tech-powered product company would 
no sooner outsource their engineers, 
than they would outsource their CEO.”

Marty Cagan



Prepare to insource
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Develop agile engineering skills
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Use Chapters to develop engineering 
culture and competence
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Develop servant leaders
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Use POTLACs/Squad Trios for holistic 
squad support
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We need a plan



<--- COLLABORATION IS HARD --->

TOP 
MGMT

MID 
MANAGMENT

FRONT LINE SILOS

CONTROL:
- Resource allocation
- Delivery on plan: budget, 

time, scope

”Traditional” organizations

CONTROL:
- Long term projects 
- Detailed budgets
- Tollgates

NO DIRECT FEEDBACK LOOP



TEAM FOCUS:
- Small and long-lived
- Self-organizing
- Goal-driven, using feedback 

loops
- Collaboration between squads

MGMT FOCUS:
- Vision & Goals
- Strategic context
- Servant leadership
- Removing obstacles for squads

Aligned Autonomy

TRANSPARENT INFORMATION
(BOTH WAYS)

CROSS FUNCTIONAL 
SQUADS

MGMT



Lean-Agile Budgeting and Portfolio 
Management
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Give teams problems to solve, e.g. OKRs
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Big Room Planning Season for 
Transparency & Collaboration
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Sensitivity: Internal

Early Big Room Planning

B2C Digital Front-end tribe 
5 squads

60 people
B2B tribe 
6 squads 

100 people

Front-end

Back-end

CMCS
5 squads 
30 people

B2C FMC
13 squads 

140 people

IT 



Sensitivity: Internal

Consumer and Analytics join the party…

Sales & 
Marketing Tribe 

3 squads
50 people

Service & 
Support tribe

3 squads
35 people

CLM & 
Engagement 

3 squads
20 people

B2C Digital Front-end tribe 
5 squads

61 people
B2B tribe 
6 squads 

100 people

Marketing

Front-end

Back-end

CMCS
5 squads 
26 people

B2C FMC
13 squads 

140 people

Analytics
6 squads 

70 people 

IT 

Consumer



Sensitivity: Internal

And part of Networks too…

Sales & 
Marketing Tribe 

3 squads
50 people

Service & 
Support tribe

3 squads
35 people

CLM & 
Engagement 

3 squads
20 people

B2C Digital Front-end tribe 
5 squads

61 people
B2B tribe 
6 squads 

100 people

Marketing

Front-end

Back-end

Networks
Service infrastructure 

6 squads 
60 people 

CMCS
5 squads 
26 people

B2C FMC
13 squads 

140 people

Analytics
6 squads 

70 people 

IT 

Networks

Consumer



Sensitivity: Internal

Sales & 
Marketing

4 squads
50 persons

Service & 
Support
3 squads

35 persons

B2C FMC
13 squads

140 persons

Mobile

Planning season 5

CLM & 
Engagement

3 squads
20 persons

B2C Digital Front-endB2B
Product & 

Process 
Development

9 squads
100 persons

Customer 
facing

Front-end

Back-end

Networks

Service 
infrastructure

6 squads
60 persons

Consumer Mobile & 
Corporate Support
3 squads, 55 persons

Analytics
6 squads

70 persons

Consumer 

Networks

IT

Security
2 teams

15 persons

B2B Digital 
Channels & CLM
1 team, 14 pers.

Business

Channels

Tribe

Department

New in P5

New in P5

P5 visitor New in P5

M
ar

ke
tin

g 
Tr

ib
es

De
ve

lo
pm

en
t T

rib
es

Channels
1 team, 10 persons

Finance
5 teams

68 persons

Finance

New in P5

Finance ITDWP & 
Corporate IT

Consumer 
Mobile IT

Products & CVP 5 teams, 75 persons

# of Tribes: 14
# of Squads: >50
# of persons:  >500



Sensitivity: Internal

Planning Season 6

Finance

Sales & 
Marketing

Service & 
Support

FMC

Channels

Delivery & 
Maintenance

CLM & 
Engagement 

Digital Front-end

B2B Product 
& Process 

Development

Customer
facing

Front-end

Back-end

Networks
Digital 

Infrastructure

Consumer Mobile &
Corporate SupportAnalytics

Consumer 

Finance

IT

B2B Digital 
Channels & 

CLM

Business

Channels

Tribe

Department

Products & CVP

DWP & Corporate ITConsumer Mobile IT Finance IT

CTO Office Operations Mobile Security

Networks

Tourists Tourists Tourists Tourists



So how did it go?

§ Cycle time reduced from 170 to 27 days
§ “Overhead” reduced from 41% to 32%

§ Employee Engagement Index for IT
“most effective” increased from 22% to
58% from 2017 to 2019
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So how did it go?
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Do you want to learn more?



Thank you!

Questions?

www.joakimsunden.com

linkedin.com/joakimsunden

joakim.sunden@gmail.com

40% off 
manning.com!
Code: crisp40 Joakim Sundén





Marcus Castenfors

Coaching
We drive change across your entire  
organization. We coach leadership  

teams, train in-house coaches, and also  
coach teams hands-on.

Engineering
We help decrease your technological  

complexity. We empower your  
Engineering platforms to be scalable  

and efficient.

Training
We create programs to train and  
certify your employees in modern  

collaboration methods such as Scrum  
and SAFe.
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