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INTRODUCTION
Solution Delivery is a complex process. However, 
it is possible to see if one is on track in a relatively 
straightforward manner. In essence, Lean-Agile 
methods are about achieving the highest level of 
Business value realization in the shortest amount 
of time in a predictable and sustainable manner. 
This requires working on the most important 
Business value requests within the proper capacity 
to implement them quickly. This is often complex 
and difficult; however, it is less difficult to assess 
if you are staying on track. To help with this, we 
have defined a set of guardrails.

These guardrails take the form of non-negotiable 
agreements made across the organization. Each 
agreement has a set of questions to consider to 
ensure that everyone is doing what was agreed to. 
The guardrails are grounded both in the intention 
of realizing Business value and in following known 
principles of Lean-Agile software development. 
The purpose of the guardrails is both for 
alignment and to keep people on the right path. 
They provide guidance to ensure that you are on 
course and to allow you to make decisions at a 
local level while ensuring you are still aligned to 
the rest of the value stream.

THE BASIC AGREEMENTS
We agree to:

 • Work on items that will have us realize the 
greatest amount of Business value

 • Take the necessary steps to sustain or 
increase predictability

 • Keep the work throughout the value stream 
within our capacity

 • Ensure that all work will be made visible
 • Collaborate with each other in order to 

maximize the realization of Business value
 • Encourage everyone to strive for continuous 

improvement

THE GUARDRAILS
The guardrails go beyond agreements. Each 
guardrail includes a variety of questions that 
people can ask themselves to assess see if they are 
keeping the agreements. 

Guardrail: Work on Greatest Business Value

We agree to work on items that will have us realize 
the greatest amount of Business value.

Here are questions to consider when trying to 
follow this guardrail: 

 • Are all activities based on having us realize 
Business value incrementally?

 • Are we using Minimum Business Increments 
(MBIs) where appropriate?

 • Have we allocated all of the required 
capacity to work on the most important 
MBIs?

 • Have we sequenced work so all can align on 
what is most important?

 • Do we have a clear success criteria?
 • Do we understand why what we are working 

on is valuable?
 • Do we measure Business value realized after 

delivery?

Note: Some of these MBIs may be architectural / 
technical in nature.

Alan Shalloway is the founder 
and CEO of Net Objectives. With 
over 40 years of experience, Alan 
is an industry thought leader in 
Lean, Kanban, product portfolio 
management, Scrum and agile 
design. He helps companies 

transition to Lean and Agile methods enterprise-
wide as well teaches courses in these areas. Alan has 
developed training and coaching methods for Lean-
Agile that have helped Net Objectives’ clients achieve 
long-term, sustainable productivity gains. He is a 
popular speaker at prestigious conferences worldwide. 
He is the primary author of Design Patterns Explained: A 
New Perspective on Object-Oriented Design, Lean-Agile 
Pocket Guide for Scrum Teams, Lean-Agile Software 
Development: Achieving Enterprise Agility and Essential 
Skills for the Agile Developer. Alan has worked in 
literally dozens of industries over his career. He is a co-
founder and board member for the Lean Software and 
Systems Consortium.  He has a Masters in Computer 
Science from M.I.T. as well as a Masters in Mathematics 
from Emory University. You can follow Alan on twitter 
@alshalloway
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Guardrail: Sustain or Increase Predictability

We agree to take the necessary steps to sustain or 
increase predictability.

Here are questions to consider when trying to 
follow this guardrail:

 • Predictability requires sustainability and 
reliability. 

 – Are we working at a sustainable pace?
 – Are we avoiding shortcuts that will 

lead to problems in the future?
 – Are we using consistent estimation 

practices and calculations of team 
capacity to accurately predict 
throughput?

 – Are we committing to a level of work 
commensurate with our proven 
delivery capacity?

 • Are we attending to technical debt, poor 
communication and bad visibility?

 • Are we managing interruptions?
 • Does all work come through a known work 

intake process?
 • Are we minimizing our dependencies on 

other groups?
 • Are we automating all of our testing?
 • Do we have written acceptance tests prior to 

writing code?
 • Is feedback sufficient? 

 – What we are building
 – How we are building it
 – What our rate of progress is
 – Across all roles

Guardrail: Work within Capacity

We agree to keep the work throughout the value 
stream within our capacity.

Here are questions to consider when trying to 
follow this guardrail: 

 • Are we making our WIP visible and limiting 
it as appropriate?

 • Do we have an emphasis on completion 
instead of starting?

 • Are we ensuring we know what it means to 
be done before starting something?

 • Do we know the delivery capacity of the 
organization? The Portfolio? Teams?

Guardrail: Make All Work Visible

We agree to ensure that all work will be made 
visible. 

Here are questions to consider when trying to 
follow this guardrail: 

 • Can everyone see all Work-in-Process 
(WIP)?

 • Can everyone see what is and/or will be 
expected of them?

 • Can we see any blockages present?
 • Is the status of everything clear?
 • Can we see any risks to delivery dates?
 • Is all work that is being done visible?
 • Do people know what everyone is working 

on and why?
 • Do we know when and why our work is 

getting done?

 – Do we need to define additional roles 
to ensure this?

 – Do we have visual controls that can 
show us this?

 • Have we made it clear how work activities 
are interacting?

 • Are all active or scheduled activities visible 
so that people can see what is happening?

Guardrail: Collaborate

We agree to collaborate with each other in order 
to maximize the realization of Business value.

Here are questions to consider when trying to 
follow this guardrail:

 • Are we collaborating together in order to 
remove delays in feedback, workflow and 
realizing Business value of our MBIs?

 • Do we have the proper eco-systems to allow 
for collaboration?

 • Are different teams working together for the 
common goal of Business value realization?

 • Is the most common form of 
communication “talking to” / “meeting 
with” colleagues?

Guardrail: Continuously Improve

We agree to encourage everyone to strive for 
continuous improvement.
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Here are questions to consider when trying to 
follow this guardrail:

 • Are teams performing after action reviews 
(AARs) (retrospections) on a regular basis?

 • Are after action reviews being done at the 
Program level on a regular basis?

 • Are teams and the Program implementing 
what is learned in these AARs?

 • Are we measuring the right things?
 • Do we proactively report and review 

metrics to look for trends / issues and take 
corrective actions?

 • Do we look at ‘leading’ versus ‘trailing’ 
indicators to help stay on track?

THE MINDSETS THAT UNDERGIRD THE 
GUARDRAILS
There are a number of mindsets that support the 
guardrails.

Systems thinking. The guardrails are based on 
Lean-Thinking, a cornerstone of which is systems 
thinking. The essence of systems thinking is:

 • All aspects of the system are inter-connected
 • The overwhelming number of challenges 

individuals face in a system are due to the 
system

 • The system shapes the behavior exhibited by 
those in the system

 • To change the behavior of the people in the 
system one must focus on improving the 
system

Faith in quality. The guardrails are also based on 
another tenet of Lean-Thinking – a commitment 
to quality. This commitment stems from the belief 
that when one lets quality slide for a short term 
gain, the net result will be more waste in the long 
term. Hence, we always attend to achieving fixing 
challenges. 

Sustainability. There are two aspects to 
sustainability – short term and long term. Short 
term sustainability means we don’t attempt to 
achieve objectives by just having people work 
overtime. That is, death marches are not allowed. 
Long term sustainability means we look to see 
if the actions we are taking will make us less 
dependent upon outside consultants or even key 
management. In other words, we can keep going 

even with losing some key people.

Respecting culture. Changing organizations is 
difficult. Doing so without attending to the current 
culture people have makes it even more difficult. 
Different organizations change at different rates 
and cherish different ideals. It is important to 
respect this when attempting to change it. 

WHY THE GUARDRAILS WORK
How can six simple agreements make such a big 
difference? There are several important reasons. 
The guardrails encompass the critical aspects of 
value delivery. Just as important, since they are 
agreements across all roles, they encompass the 
entire value stream. This combination provides a 
context within which all roles can make decisions. 
Everyone can have confidence that if they take 
actions that maximize Business value, increase 
predictability, manage capacity, ensure visibility, 
collaborate, and continuously improve that they 
will be adding value to the overall value stream.

MORE INFORMATION
For more information on the guardrails, see 
the guardrails on the Lean-Agile Portal: portal.
netobjectives.com/pages/library/transformation/
guardrails/ 

OTHER ARTICLES OF INTEREST
Go to www.netobjectives.com/articles to see the 
following articles:

 • Our Approach to Scaled Agile Framework®
 • Why Tailored Agile Transformations are 

More Effective, Less Expensive, and Less 
Risky

 • Where to Begin Your Transition to Lean-
Agile
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info@netobjectives.com www.NetObjectives.com/services 1.888.LEAN-244 (1.888.532.6244)  

ROADMAP TO SUCCESS 

Your Roadmap to 
Lean-Agile Success 
Growing numbers of organizations are 

realizing the need to become more 

Agile. Some are weighing the risks and 

benefits and seeking guidance. Others 

are implementing initiatives and are 

looking for ways to improve their 

return on investment. 

The road to Lean-Agile success has 

become less risky as the early 

adopters have paved the way for the 

next generation of Lean-Agile 

methodologies and practices that 

solve the common problems, and 

transcend the limitations that early 

adopters have struggled with. 

Net Objectives has been a thought 

leader in each of the Agile methods of 

the past decade. This uniquely enables 

us to provide the most effective 

approach to our clients’ needs.  

For more than a decade, Net 

Objectives has been training and 

facilitating large and small 

organizations to achieve agility.  

We serve organizations at the team, 

management, and enterprise level 

with comprehensive organizational 

consulting, coaching, and training. 

We do not promote one method as 

most other firms do – rather we pull 

from a broad knowledge base to offer 

an approach tailored to your situation. 

 

 

Undertaking Your 
Transition to Agile 
There is no one method that 

guarantees success at the team level. 

Our full assessment services will 

answer these questions to help you to 

determine which to choose. 

 Do cross functional teams already 
exist and if not, how difficult will it 
be to create them?  

 Are certain staff essential for 
multiple teams 

 How many concurrent projects are 
teams working on at one time? 

 What challenges face the 
organization in integration and 
deployment? 

Throughout your transition, Net 

Objectives will help ensure everything 

is  in place through appropriate Lean-

Agile training:  

 Teams are capable of delivering 
value quickly with high value 

 Businesses are capable of selecting, 
sizing and prioritizing business 
capabilities to be developed  

 Management takes responsibility for 
improving the value stream and 
removing impediments facing 
teams  

Our coaches enable your teams with 

skills, and competencies to leverage 

the power of agility as part of your 

value stream. Our consultants 

collaborate with management, 

stakeholders, executives, and experts 

to provide insight and guidance from 

the organizational view. 

Understanding Agile 
The first step toward success is drawing 

a clear distinction between enterprise 

agility, and team agility. The benefits of 

Agile at the team level are very 

different than benefits at the 

enterprise level. The paths to success 

and the challenges presented are also 

very different. 

Enterprise agility enables an 

organization to effectively respond at 

the enterprise level to changing 

business needs while reliably delivering 

business value.  

Team agility is a component of that 

capability – a component – and not the 

equivalent of enterprise agility. This 

understanding is essential since team 

methods alone cannot deliver 

enterprise level benefits. 

First generation methods made the 

assumption that team agility translated 

to the enterprise. This has been a 

costly simplification. 

Many organizations have attempted to 

achieve enterprise agility simply by 

creating more Agile teams. This often 

starts well, but usually ends up being 

impeded by enterprise level problems 

that team solutions do not solve. 

The next generation of Lean-Agile 

openly acknowledges practical truths, 

limitations, and organizational 

structures required to fulfill the needs 

of the entire Lean-Agile enterprise. 

From assessment and planning to pilot and rollout, our goal is to facilitate your organization with custom 
approaches and solutions that are appropriate to your needs, structure, and goals. Let us show how the next 
generation of Agile can benefit your organization. 



Learn to Drive Development from the Delivery of Business Value 
What really matters to any organization? The delivery of value to customers. Most development organizations, 

both large and small, are not organized to optimize the delivery of value. By focusing the system within which your 

people are working and by aligning your people by giving them clear visibility into the value they are creating, any 

development organization can deliver far more value, lower friction, and do it with fewer acts of self-destructive 

heroism on the part of the teams. 

The Net Objectives Transformation Model 
Our approach is to start where you are and then set out a roadmap to get you to where you want to be, with con-

crete actionable steps to make immediate progress at a rate your people and organization can absorb. We do this 

by guiding executive leadership, middle management, and the teams at the working surface. The coordination of 

all three is required to make change that will stick.  

Our Experts 
Although some of our consultants are well known 

thought leaders, Net Objectives’ consultants are 

actually a team. Most of them are authors. All of 

them are contributors to our approach. 

Our Workshops and Courses 
Coaching Academy 

Taking Agile at Scale to the Next Level 

Lean-Agile Project Management 

Implementing Leanban for Your Team 

Lean-Agile Executive Leadership 

Lean-Agile Middle Management 

Lean-Agile Team Leadership 

Agile Architecture at Scale 

Sustainable Test-Driven Development 

Agile Software Development with Design Patterns 

Emergent Design 

Story Writing with Tests 

Leading SAFe® 

SAFe Program Consultant 

Our Books and Resources 

Alan Chedalawada Israel Gat Al Shalloway 

Marc Danziger Guy Beaver Kelley Horton 

CONTACT US 
info@netobjectives.com 
1.888.LEAN-244 (1.888.532.6244)  
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