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Is There a Blueprint for Building an Agile Culture?

Steffen Kiipper!, Marco Kuhrmann', Matthias Wiatrok?, Urs Andelfinger? and Andreas
Rausch!

Abstract: Establishing agile principles and values requires time becoming part of the organizational
mindset. One approach is implementing selected agile methods first and waiting for the agile culture
to emerge and mature. Nevertheless, it remains unclear if there is a way to improve the culture-
building process by emphasizing factors that foster an agile culture. Research on factors that support
a systematic development of an agile culture is rare. Hence, we aim to shed light on how an agile
culture can be developed in a systematic way. To investigate approaches to initiate and stabilize a
cultural change towards agile, we conducted a semi-structured interview with eight agile coaches.
Our results comprise 50 factors that influence culture development. Furthermore, we identified two
major phases of an agile transition. Even though different focal points are set, early and continuous
management involvement is key to a successful transition. Nevertheless, our results do not indicate
a generalizable blueprint-like approach for establishing an agile culture.

Keywords: Agile transition; agile culture; agile coaches; qualitative study; impact factors

1 Introduction

To be equipped for the increasing speed of software system development, many compa-
nies adopt agile methods [Vel4]. Since the publication of the ,,Agile Manifesto” in 2001,
a considerable body of knowledge has grown including research, practical experience, and
lessons learned from industry [Dy08]. Also, it has been broadly accepted that a transition
towards agile is challenging. Agility challenges organizations as it questions ,.classic”
management and, therefore, while developers appreciate agile methods, managers are re-
luctant to buy in [Mul3]. Different attempts have been made to make agility fitting into
traditional environments. In 2011, West et al. [Wel1] coined the term ,,Water-Scrum-Fall”
to describe a pattern frequently found in industry [Gal5, Vil6]. Houston [Ho14] stated
that ,,agile methods, principles and values can be arranged hierarchically” and, thus, can
also be implemented in regulated domains, such as Aerospace. In a previously conducted
systematic review [Th16], we could confirm West's claim and initiated the HELENA
study [Kul7], which supports Houston's position. Moreover, the HELENA results clearly
indicate that hybrid approaches emerge over time and quite often pragmatically.

Problem Statement. Previous research points to an evolutionary process that makes or-
ganizations moving towards agile. Yet, quite often the perception of agility is ,,Doing ag-
ile”, which means an organization demonstrates its agility by implementing agile methods.
Yet, there is another level of agility [St09] and that is best described with ,,Be agile”.
According to Tolfo et al. [To09], being agile means that ,,if is necessary to really put agile
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values and practices into work.” The problem that is addressed in this paper is concerned
with a lack in proposals on the systematic alignment of organizational culture with agile
methods (see also da Silva et al. [Jul5]).

Contribution. This paper presents a qualitative study on the experiences agile coaches
made in supporting organizations in their agile transition projects. We contribute findings
from a semi-structured interview conducted with eight professional agile coaches that
aimed at identifying factors that positively/negatively influence an agile transition and,
furthermore, to craft a set of suggestions to help companies approaching agile transition
endeavors in a systematic way. We found 50 factors influencing an agile transition. Yet,
we failed in deriving a systematic blueprint-like approach. The major issues that hindered
deriving such an approach were missing generic metrics and measurement approaches as
well as contextual factors that make every transition unique. Nevertheless, two basic
phases of a transition and a set of phase-specific factors have been identified.

Outline. The remainder of this paper is structured as follows: Section 2 gives an overview
of related work. The study design is presented in Sect. 3, and Sect. 4 summarizes our
results. Section 5 concludes the paper and outlines future work.

2 Related Work

As agile has become mainstream, a lot of research on agile methods [Dy08] is available.
In the context of the paper at hand, agile culture and factors influencing building an agile
culture are of interest. Research and industry alike often use organizational culture, agile
culture, or agile philosophy to summarize behavioral, social, and other cultural factors
relevant for agile software development. For instance, Siakas and Siakas [Si07] describe
four different types of organizational culture with respect to agile software development.
Tivari and livari [lil1] use the Competing Values Framework to describe four types of
culture as well. Furthermore, they propose 13 hypotheses about the influence of a cultural
type on the deployment of agile methods and discuss the question of ,,how do different
techniques and principles of agile methods support emergent agility.” Culture and influ-
encing factors are further discussed, e.g., by [Dil5, St09, To08, To09]. The question what
factors do influence agile methods is discussed by Dikert et al. [Dil6]. In their systematic
review, they found management support, choosing and customizing an agile model, train-
ing and coaching, a mindset, and alignment of critical factors. These factors show that,
inter alia, organizations are under pressure. For instance, Hummel and Epp [Hul5] found
that ,.there is this pressure by working agile that the values and leadership understanding
has to change.” Management must also adopt to agile as different processes are to be es-
tablished and stabilized at the organization level, such as customer involvement and de-
livery strategies, and the overall organizational culture. Quite often, the management is
reluctant to accept and perform this required change [Mel3, Mul3, Tr14].

This paper contributes 50 factors positively/negatively affecting the implementation of an
agile culture. Other than pure tailoring criteria, e.g., [Kal3, C112, Xu08], our contribution
does not aim to provide means to tailor processes. We aim to present perceptions of agile
coaches, and to structure and discuss our findings to support companies in evaluating the
impact of agile methods, practices, and so forth on building an agile culture.
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3 Research Design

This section summarizes the research method chosen. In Sect. 3.1, we present the research
objective and the research questions, before we describe the data collection procedures in
Sect. 3.2. Sect. 3.3details the analysis procedures, and the section is concluded with a dis-
cussion of the validity procedures in Sect. 3.4.

3.1  Research Questions

The overall goal of our research is to understand the interaction of agile practices and
organizational culture. Hence, we focus on the following research questions:

e RQI1: What role do individual agile practices on establishing an agile culture
play, and how can the respective impact be described, measured, assessed?

e RQ2: How can an agile transition be initiated, and which factors influence the
initialization and the stabilization?

3.2  Data Collection Procedures & Subjects Selection

To answer the research questions, we used a qualitative semi-structured interview. The
instrument as well as the subject selection is described in the following.

Interview Instrument. We opted for a semi-structured interview to study two key ques-
tions: (i) How do organizations implement an agile transition? (ii) What impact do agile
methods and practices have on establishing an agile culture? These key questions steered
the design of the questionnaire, which is shown in Tab. 2 (Appendix A). The table shows
the six main questions, whereas Q1-3 are aligned with the first key question, and the ques-
tions Q4-6 are derived from the second key question. Each question was complemented
with fine-grained sub-questions to collect further details.

Subject Selection. This study is designed as an expert interview. We personally invited
professional agile coaches from Germany for participation. All participants were expected
to have general experience with agile and, particularly, as agile coach. Eventually, we
included eight agile coaches into the study (Tab. 1).

Participant  Experience in Agile, in years Experience as Agile Coach, in years

P1 10 3

P2 6 Approx. 3.5
P3 10 2

P4 20 more than 10
P5 more than 7 6

P6 18 12

P7 15 8

P8 more than 15 more than 13

Tab. 1 Overview of the subjects and their experience with agile methods and practices in years.
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Interview Procedure. Before starting the interview, the study was presented and the in-
vitation email was reflected. All but one interviews were conducted at the participants’
work places (one was conducted via phone), and took between 50 and 70 minutes. The
interview was conducted by one researcher, who took notes, audio-recorded and tran-
scribed the interview afterwards. The interviews followed a three-staged procedure:

1. In a warm-up, metadata was collected (Tab. 2; M1-3) and the terminology used in
this interview was clarified. The term “agile culture” was discussed to create com-
mon ground. For this interview, agile culture was defined as: An organization has
been implemented agile values and principles and lives these values and principles.

2. The second stage started with question Q1 (Tab. 2), and the researcher ran the in-
terview as a conversation in which participants were directed by the questions and,
if necessary, by sub-questions and questions for clarification.

3. The third stage comprised a short wrap-up and summary. Participants were asked to
provide further information they considered missing in the main part of the study or
worth sharing with the researcher.

3.3  Analysis Procedures

The analysis of the data comprised a qualitative analysis and an initial quantification of
the results. The qualitative content analysis was performed following the scaling content
analysis model by Mayring [Mal5]. We adapted Mayring’s method, since we could not
define all variables upfront, but used the analysis instrument to identify the variables in
the first analysis iterations.

F Determination of the unit of analysis

!

Determination and definition of scaling points
(ordinal scale)

!

Material run: reference quotes

!

Coding guideline: formulation of definitions,
anchor examples, and reference quotes

!

Assessment

!

F Revision: new material run

Fig. 1 Qualitative text analysis approach (according to Mayring [Mal5]).

A

=

Fig. 1 shows our adapted analysis model. The first step is the determination of the unit of
analysis — in our case the interviews. During the analysis, an ordinal scale was defined to
assess the effectiveness of the identified measures and factors. For the ordinal scale, we
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assessed the adjectives used by the participants to decide whether a factor has a positive
(e.g., essential, support, and important) or negative influence (e.g., disturbing, difficult,
and problem). In the next step, a material flow identifies the measures and factors in each
interview. In the fourth step, the identified measures and factors are extracted as a coding
guide. Also, definitions and quotes were included into this guide. Finally, an assessment
of measures and factors was performed using the ordinal scale, an anchor example, and a
definition. In case, we could not apply any code or the statements were recurring, the re-
spective factor was set to neutral. All results and findings were included in the coding
guide, such that the guideline was iteratively filled with content.

In step six, the approach and outcomes were revised. The steps two to six were repeated
for each interview, and the coding guide and the ordinal scale were adjusted accordingly.
With every new finding, the already analyzed interviews were revisited and further quotes
were added. Finally, all steps were performed with all interviews as unit of analysis.

3.4  Validity Procedures

Since the present study was designed as a qualitative expert interview, we approached few
selected experts for the interview only, which introduces several validity constraints. To
increase the validity of our study and our results, we applied the following measures:

To ensure the instrument’s suitability, the questionnaire and schedule were continuously
reviewed by two senior researchers. Furthermore, an external quality assurance by two
external agile experts (not participating in the study) was conducted, and an internal trail
was carried out by two researchers of the TU Clausthal. During the data analysis, we used
researcher triangulation to improve the validity of our results. Transcription and initial
coding was done by a researcher, who was not involved in the interviews. The researcher,
who conducted the interviews, then compared audio records and transcription to assess
accuracy before the text analysis started. Text analysis consisted of a two-staged coding
process following the procedure proposed by Glaser [G198]. The outcome of the first stage
was reviewed and discussed, before another researcher carried out a full coding using the
audio records, transcripts, and initial coding results. The outcomes were analyzed using
the refined scaling content analysis procedure [Mal5]. All outcomes were continuously
checked by the group of researchers. Finally, another researcher was called in for final
data analysis and interpretation of the results.

4 Results

The presentation of the results starts with an overview of the study participants in Sect. 4.1,
before presenting the analysis results in Sect. 4.2 and Sect. 4.3. We conclude this section
with a discussion of our findings in Sect. 4.4.

4.1 Demographics

Eight agile coaches from Germany were selected for the study (Tab. 1). The coaches were
selected due to (i) their experience, and (ii) for the coverage of relevant fields. All coaches
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have experience in introducing and establishing agile methods and practices in various
industry sectors, such as telecommunication, financial services, classic engineering, or au-
tomotive software engineering. Also, all coaches are supporting teams of different sizes

and entire organizations, and all coaches have collected

experience as project managers,

Scrum Masters, or software developers prior to their appointment as agile coach.

4.2

In the following, we focus on the identification of factors
assessment and measurement of building an agile culture

Research Question 1: Agile Practices and Establishing an Agile Culture

and their impact, and we discuss

Factors that Influence Building an Agile Culture. First, we identified 50 different fac-
tors that positively, negatively, or neutrally (not detectable) impact an agile culture. Fig. 2
shows all those factors for which the experts mention a positive impact. Fig. 3 shows all
factors identified having a negative impact and, finally, Fig. 4 shows those factors for
which the impact is perceived neutral or could not be detected. Fig. 2, Fig. 3, and Fig. 4
show if a specific factor influences the agile principles (Label 1) and values (label 2)°*.
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Fig. 2 Overview of the identified factors with positive impact.*

3 To keep the figures as simple as possible, we omitted the individual principles and values, but present an ag-

gregated rating only. The influence of principles and values is already
[HO14] and thus not belonging to the identified factors in this work.
* The color scheme in the tables represent the categories as used in Fig.

analyzed in the work by Houston

5 and Fig. 6
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An interesting outcome is the set of factors that negatively influence an agile culture
(see Fig. 3). Most of these factors are concerned with project management, such as organ-
izational borders (Label 31), command & control (philosophy, Label 33), wrong expecta-
tions (Label 47), and dilution (Label 51), which is especially mentioned in the context of
project roles and enablers at the organization level.

Fig. 4 shows a second finding of interest. Even though mentioned in one interview, au-
tomatization (Label 52) remains an undecided factor. That is, it remains unclear, if a high
level of automatizing the software development process fosters an agile culture - notably
in the light of the variety of other factors that strongly rely on sophisticated tool support,
e.g., test-driven development or continuous integration.

Beyond the two points mentioned before, most of the aspects were found positively im-
pacting the agile culture-building. However, for several aspects, the interviewed experts
are undecided and cannot provide arguments nor evidence concerning the actual impact.

Measures and factors

# of related Statements
# Interviews mentioned

2 NEIES
11| Scrum Master
12| Product Owner
13] Development Team
30| Flat hierarchies
31| Organisational borders
33| Command & Control
34| Enable employee's self-responsibility
41| Enabler
44| Reason for agilisation
47| Wrong expectations
48| Wrong use of terms
50] Lack of validation
51] Dilution
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Fig. 3 Overview of the identified factors with negative impact.

For example, the experts do not make a clear point regarding benefits for building an agile
culture from having a Scrum Master (Label 11). Furthermore, the role of the development
team (Label 13) is neutrally rated, too. Nevertheless, all experts agree that the Scrum pro-
cess (Label 3) is an important driver for establishing an agile culture, and that Scrum does
not only positively impact agile principles and values, but also several further factors, e.g.,
feedback (Label 16) or common goals/vision (Label 42).

However, on the one hand, the graphs list 50 different factors that are related to building
an agile culture in one way or the other, but, on the other hand, current data does not allow
for identifying general factors and combinations thereof as the variety/diversity is too high.
That is, our analysis provides few information regarding expected positive impacts only,
yet, provides indication to support future work (see also Sect. 5).
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Measurement and Assessment of Agile Culture Progress. As the second facet, we aim
to investigate how practitioners measure the general progress of the transition towards an
agile culture. In the following, we first provide a summarized reflection on the interviews
presenting the participants’ solution approaches.

From our data, we see different approaches to assess the degree of agility in organizations,
which range from “simple” evaluations of customer value delivered (three participants) to
explicitly defined models. For instance, one participant mentioned: “We usually quantify
[the progress] via a model, which we have defined ourselves and that comprises self-as-
sessments, historical, and statistical data”, Py

Another participant, who stated to use a formal model, mentioned a specifically developed
approach based on the “Theory of Constraints” [Ma03]. Those participants that state to
use the customer value only as indicator, however, also agree that a clearly defined scope
and the willingness to take responsibility are imperative.

Measures and factors

# of related Statements

il Principles

2
alll

SR EEEEEFEEREEEEERFEF P EREEEE[R][R] T ] neviews mentoned

52| Automization

Fig. 4 Overview of the identified factors with neutral impact.

When breaking down the discussion to the individual practices, the participants are unsure
if the impact of a particular (isolated) practice is measurable at all: “Ok;, if you do it slow,
and isolated enough, maybe one can measure such things. [...] We didn't do this so far,
and I couldn't claim what a specific effect looks like. [ ...] However, there are things where
you develop a feeling for actions and effects to expect...”, Ps

The participants agree that the scope defines what practices are considered (ir-)relevant
and, hence, a selection always depends on the actual project and/or organization. This also
includes the mutual influence practices have on each other. One participant stated: ,,I'm
still confessed that you have to implement Scrum as a framework completely [...] to
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achieve 100% of the desired goals. [...] If I skip some elements, something is missing as |
consider Scrum the minimum to be in place to manage my work properly...”, P,

While this statement clearly advocates for implementing methods of interest entirely, the
body of knowledge also shows that customized, reduced, and extended method pools are
used in practice as well [Kul7, Dil5a]. Some practitioners also move towards this direc-
tion by providing a differentiated discussion of specific practices. For instance, participant
Ps considers communication-related practices highly important, especially the Daily
Stand-Up, Sprint planning, and retrospectives. However, these factors are hard to measure
(see statement picked from Ps above). And, finally, Ps states: ,,In general, I would say
implementing Scrum to a 100% by the letters doesn't work. [...] It's important to know
where a company, business unit or team stays..."

Nonetheless, a general answer, which practice has the highest impact cannot be given.
Participant Py states in this regard that: “In the end, culture is a reflection of my actions
[...] It is extremely important to establish things that require and foster values ..."” Yet,
neither of the participants could state which metrics help precisely determining impact and
success of a specific factor or a combination of factors.

4.3  Research Question 2: Initializing and Stabilizing an Agile Culture

The first research question revealed a number of factors that influence building an agile
culture. However, since we are aware that a transition does not happen in a blink of an
eye, we discussed (standard) approaches and stages to initiate and stabilize such a cultural
change. The interviews supported our assumption and revealed a two-staged approach im-
plemented by all the experts. This approach comprises the two major phases ,,initializa-
tion” and ,,stabilization and scaling”, which we discuss in the following.

Initiating an Agile Culture. The initialization of a cultural change towards an agile cul-
ture requires some preparation. Even though the participants could not provide explicit
numbers, data from the interviews provide some indication towards factors that have a
positive/negative influence. Experts consider the factors listed in Fig. 5 important and,
thus, provide some guidance what factors should be focused before starting the transition
towards agile.

Experts agree on the benefits provided by an explicitly appointed transition team, which
helps the company managing the cultural change. Of similar importance are coaching
teams and an established change/transition management. Other aspects are considered im-
portant as well, e.g., finding enablers, involving the employees, and provide reasons for
the intended agile transition. Furthermore, finding lighthouse projects is considered im-
portant to provide a safe environment for testing and collecting experience. Moreover,
most of the prerequisites address strategic and behavior-related aspects.

Stabilizing and Scaling an Agile Culture. Once an agile transition has been initialized
and first results and lessons learned are available, the new culture needs to be stabilized.
Also, if the initial implementation was done in a lighthouse project, the transition needs to
be stabilized at the organization level. In the interviews, the experts considered the factors
shown in Fig. 6 relevant in this second stage, i.e., influencing the stabilization and scaling
of the agile transformation.
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Fig. 5 Subset of factors and their impact in the initialization phase of an agile culture
(*"+": positive; “*-": negative; “'o": neutral or not detectable).

Fig. 6 shows that, compared to the initialization, other factors are considered important to
stabilize and scale a new agile culture. A consequent implementation, i.e., an institution-
alization, of the Scrum framework is considered important, as it covers most categories.
Furthermore, experts consider continuous work on the behavior category important to sta-
bilize the agile mindset. This includes implementing the different methods, practices, and
ceremonies, as well as establishing the organizational prerequisites, such as flattened hi-
erarchies or cross-section collaboration, and reducing command & control style manage-
ment and organizational borders.

Our results show that in the beginning as well as in the stabilization, management support
is an imperative, which is in line with further studies, e.g., [Mel3, Mul3, Tr14]. In the
beginning, management needs to approve transition teams, should provide means to im-
plement and test agile methods, and needs to provide enablers. After the initialization,
when a decision was made to continue the transition, management still needs to provide
support to enable people implementing agile methods in the day-to-day work. Moreover,
the management needs awareness and willingness to participate in the change, e.g., by
reconsidering the overall management structure of an organization, which can become a
major challenge as for instance discussed in [Mel3, Mul3, Thl6, Tr14].

4.4 Discussion

Our results are grounded in the perception of professional agile coaches, and what these
coaches consider important to support an agile transition. For this, we presented the factors
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we extracted from the interviews, their general perceived impact (Fig. 2, Fig. 3, and Fig.
4), their impact during the initialization of an agile transition (Fig. 5), and during the sta-
bilization of the transition (Fig. 6).
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35 |Agile leadership

38 | Management support

39 | Team onboarding

42 | Common goals/vision
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Fig. 6 Subset of factors and their impact in the stabilization and scaling phase of an agile culture
(*+": positive; **-": negative; "'o": neutral or not detectable).

When reviewing our results, a noticeable finding is that practices seem to have a smaller
impact, and that general soft skills are considered more important. Everything that is con-
cerned with feedback and learning is considered highly relevant by the participants to sup-
port an agile transition. Supporting an open culture, e.g., by fostering communication, dis-
cussion, and experience exchange were considered key to establish agile principles and
values in an organization. For support, coaches use different approaches to ignite the
knowledge transfer, such as the ShuHaRi model [Fol6] or the SECI model [No95].
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However, no participant has a silver bullet for generalizing an approach to conduct an
agile transition. A cultural change strongly depends on the already established culture,
making it highly specific. That is, identifying and assembling the right methods and prac-
tices at the technical level as well as a strong management support are key. However,
systematically planning such a transition is hard, since many contextual factors need to be
considered. Proposed changes need to have a proper justification, as participant P states:
“In general, it’s ok to continuously adapt practices, but you have to do it for the right
reasons.” Agile methods and practices are considered valuable instruments to drive a cul-
tural change. For instance, participant Pg states: “I consider practices enablers, i.e., they
are a means to establish transparency. Practices solve a number of unpleasant problems,
notably technical ones [...] They provide, at least, some guidance...”

Another finding concerns the perceived importance of the roles, which are quite often the
source of conflicts. Both Scrum roles, the Scrum Master and the Product Owner are con-
sidered important. Yet, the experts consider the Product Owner having a bigger impact on
establishing an agile culture. A reason might be, that the Product Owner is not only re-
sponsible for the requirements, moreover, the Product Owner is the interface with the out-
side world. Experts consider the Product Owner as one of the strongest multipliers for an
agile transition. However, the experts make clear that “/¢ is highest priority to have a good
Product Owner, that is, somebody who really can do this job [...] The Product Owner
needs the organization’s support [...] to just push forward the product [...] Decision-
making competencies are key, do I have it or not ..., Py.

Besides these findings, our results do not allow for defining a generalized and measurable
set of success factors that support an agile transformation. Neither of the coaches provided
a specific measurement approach to help determining the progress of such a transition
process. We can argue that a proper measurement is hard, since the contextual factors
differ from setup to setup, and that a cultural change cannot be measured utilizing normal
product- or process-related metrics (e.g., code quality, performance, etc.). However, this
dimension was not explicitly addressed by the coaches. Still, the discussion got stuck when
it came to the key question: What is agile after all and what distinguishes an agile team
from a traditional one? While we can apply metrics to products to measure quality and
performance, still, we have little knowledge about measuring a cultural change or the cul-
ture as such from a software engineering point of view. Our study results only provide
some indication about the perceived impact of agile methods and practices. However, em-
pirically determining the exact impact of applying those practices is a not yet solved issue
[Dil5]. This is also reflected by our results: each practitioner handles an agile transition
differently from situation to situation.

4.5  Threats to Validity

Since the study at hand is a qualitative study, we discuss the validity constraints using four
of Maxwell’s five threats to validity in qualitative research [Mal3]>.

° The fifth category is omitted, since the study was neither based on a theory construct nor did it aim at devel-
oping such a theory.
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o Researcher Bias. To mitigate interviewer-related bias, participants were asked
to provide as many examples as possible, which were used as representatives for
categories. Finally, we applied researcher triangulation within the different data
analysis steps.

e Reactivity. Since the interviews were conducted face-to-face (via phone), avoid-
ing social interaction, i.e., reactivity, is not possible. To mitigate this threat, we
decided to perform the interviews at the participants’ workplace, exercised the
interviews in test runs, and limited interventions by the interviewer to follow-up
or confirming questions only.

o Descriptive Validity. Data gathered from the interviews was anonymized. The
analysis was performed on the anonymized transcripts only, i.e., researchers per-
formed the analysis on the transcripts and audio records only.

o Interpretation Validity. For mitigation, (tentative) data was continuously
checked using researcher triangulation. Also, participants were not involved in
the data interpretation.

5 Conclusion & Future Work

In this study, we studied factors that positively or negatively influence building an agile
culture. For this, we conducted a qualitative study with eight professional agile coaches.
We used a semi-structured interview that revealed 50 factors practitioners consider rele-
vant. Finally, two phases have been identified that occur in agile transition projects.

Management and management support were found relevant factors for a successful agile
transition. However, even though a major driver, management support only is not enough.
Besides “being agile”, i.e., implementing certain methods and practices only, further fac-
tors need to be considered; and those factors mainly stress behavioral aspects and affect
the functional as well as the organizational level. Among other things, a defined strategy
(including defined goals and a shared vision) is crucial. Experts perceive developing an
agile culture more a cultural change than a process change (as known from “standard”
software process improvement). This becomes obvious when the question is elaborated
“How much Scrum is enough?”, i.e., do organizations need to provide a minimal, full, or
extended implementation — and: what is minimal, full, or extended? Nevertheless, even
though the present study cannot provide comprehensive evidence, it becomes clear that
implementing Scrum (only) does not make a company agile. Moreover, a 100% agile cul-
ture is critically questioned if it is possible after all.

Limitations. Although we found factors relevant to support an agile transition, we have
taken an external perspective only. This study omits the internal view of organizations.
Therefore, we may exclude persons who are in the situation to establish agile principles
and values. Furthermore, we were interviewing agile coaches from Germany only. Our
findings can thus only be an indication. Finally, the study suffers from a small number of
interviews and, due to the qualitative nature, is based on personal opinion, which calls for
further independently conducted studies.
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Future Work. This study provides an initial set of indicators about measures and their
impact on a cultural change. Statistical analyses, descriptive methods, or cluster analysis
may provide further insights. Future work should hence include larger studies to enhance
the database and to allow for further empirical analyses. Furthermore, as the current study
is limited to Germany, an extension to the international stage is the next step.
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A Questionnaire

No. Question and Rationale

M1 What is your current position in your organization?

M2 For how long do you deal with agility in general?

M3  For how long do you work as agile coach?

Q1  What does it mean to you, if an organization claims to be agile?
This question aims at determining any kind of change process, which leads to a
successfully established agile culture. This question particularly aims at identi-
fying success factors that help driving an agile transition.

Q2 Can you describe how an organization can successfully manage an agile transi-
tion? Can you give an example?
This question aims at identifying the phases of an agile transition, how a transi-
tion was started, what was the actual approach, what are milestones to be
reached during the transition, and what are typical problems and mistakes.

Q3 Imagine, you would have to state the progress of an agile transition. How can
you determine the progress?
This question aims at identifying metrics and indicators for an agile transition.
The working hypothesis is that progress of an agile transition can be determined
and, therefore, it should be possible to determine when such a transition was
carried out successfully.

Q4 How is an agile culture developed in an organization?

The assumption behind this question is that an agile culture develops over time
and is the outcome of planning interventions. For this, this question aims at iden-
tifying suitable measures to push the organizational culture into the desired di-
rection, aspects to be evolved by applying specific measures, sequence and
schedule of measures, and critical factors to support the transition.
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No.

Question and Rationale

Q5

Qo6

What impact do roles, methods, and practices have for establishing an agile cul-
ture?

The assumption behind this question is that an agile culture is an outcome of a
(full) implementation of agile methods and practices. This question aims at eval-
uating this claim by identifying methods and practices that foster a cultural
change, and those that do not have a significant impact.

Imagine, you would have to report the impact of agile approaches and the cul-
tural change. How can you evaluate the impact of agile practices on an agile
culture?

Like O3, the assumption is that the impact of methods and practices on the cul-
ture can be measured. This question aims at identifying metrics and indicators
that help determining the impact of methods and practices on the organizational
culture.

Tab. 2 Questionnaire used to drive the interviews (M: Metadata Questions, Q: Primary Questions).
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