
Beyond methods - a generative pattern language for agility

Copyright Okaloa, May 2021

Working at your best is like what? Metaphor

Being in the zone

Psychology of flow

Effort-less action

Butcher Ding depicted in a Han Dynasty tomb mural.

Paradox

CREATING POSSIBLE FUTURES

SEEING THE WHOLE THINKING DYNAMICALLY GOING UPSTREAM

Coherence

"It is known that, when we learn or train in something, we pass through the stages of shu, ha, and ri. ... In shu,

we repeat the forms and discipline ourselves so that our bodies absorb the forms that our forebears created.

We remain faithful to these forms with no deviation. Next, in the stage of ha, once we have disciplined

ourselves to acquire the forms and movements, we make innovations. In this process the forms may be

broken and discarded. Finally, in ri, we completely depart from the forms, open the door to creative

technique, and arrive in a place where we act in accordance with what our heart/mind desires, unhindered

while not overstepping laws."

Aikido master Endō Seishirō shihan

FORM

CONTENT

CONTEXT

Syntax

Semantics

Pragmatics

Methods Friction Enablers

Tension

Pattern

This pattern has many instantiations depending on the particular WIP constraint which may include:

CAPWIP, CONWIP, Personal WIP, Column WIP, Order points, CAP tokens, customer kanban.

Language

Time-box constraints may include: sprint time box, task time

box, paper size (A3 Thinking, Business Model Canvas, …)
Collaboration policies may include: Pairing, mobbing, “Brenting”,

Stop the line (andon), team-size limitation (two-pizza-team)

Next to the pattern of flow, also patterns for learning and collaboration

emerged that together form a language to speak about agility.

AGILE CAPABILITIES MODEL

A generative model for

co-evolving capabilities

methods

Bi-conceptual

#no-methods

Self-organization

Virulent belief in simple rules as a way to organise complex (social) behaviour. 

Organisation as a network of interacting agents.

Hierarchy

But, the organisation that emerges out of the interaction

between units also imposes constraints on the units.

hierarchical interdependence

Unit

Organisation

Hierarchy

Complex behaviour emerges out of the interaction

between the units.

Organization and unit are related in a

hierarchical interdependence.

Everything is connected, but some things are more connected than others.

Herbert SImon

Value creation

In order to make better

use of (constrained)

delivery capability

DEMAND

SUPPLY

CREATE AND

SHAPE DEMAND

In order to better meet

(fluctuating) demand

IMPROVE

(DELIVERY)

CAPABILITY

The purpose of an organisation is  to  create value (now and in the future).

Flow system

Value delivery also invites us to think about an organisation as a flow system.

In whatever way we organise, value needs to flow to the customer.

Turbulence

Mismatch

Dependencies

Hand-offs and loopbacks

Bottlenecks

Backflow

Disruption

All flow systems are subject to turbulence, value delivery is no exception.

A system of work that lives and thrives

They form the grammar of a language that, together with the very rich

vocabulary of constraints (i.e. WIP constraints, time-box constraints,

collaboration policies), can be used to develop (agile) capabilities at

multiple organisational scales.

In the work itself, we can observe actual patterns of collaboration

(that constitute the organisation), patterns of flow (value delivery),

and patterns of learning (organisational learning).

The patterns to create flow, collaboration and learning that emerged in

the lean and agile communities are independent yet inseparable.

Friction and turbulence results when these patterns are misaligned

or when the organisation does not have the freedom to evolve

across all its relevant dimension (i.e. flow, collaboration, learning).

A living, thriving system of work requires not just new capabilities, but

more importantly, the capability to develop and evolve new

capabilities. We cannot think in fixed patterns anymore!

THE ART OF BECOMING

BUILDING BRIDGES

WHILE WALKING ON IT  

CONTINGENTISM

mutual contingency

contingency 

AB and CD are mutually contingent

C produces D contingent on

context B

A

B

inter-dependence

A's existence depends on B - B's

existence depends on A

CREATING LEARNING OPPORTUNITIES

We can not teach you ...

... all we can do is create opportunities for

people to learn for themselves.

LEARNING TO SEE DIFFERENTLY

by using constraints

UNLEARN
[RE]LEARN

DEVELOP THINKING SHARE EXPERIENCES

Allow people their

own aha-moment.

Uncover new ways of

working by connecting

the dots.

You want to experience a different form of

learning in practice ?

Join an Okaloa Flowlab training.

www.okaloa.com/journeys-of-learning

OKALOA FLOWLAB - NEW WAYS OF LEARNING FOR NEW WAYS OF WORKING DOWNLOAD POSTER

Capability

A capability is the degree to which an

individual, team or organisation consistently

produces an outcome under diverse and

sometimes even adverse conditions (in

different contexts).

The capabilities to evolve and develop new

capabilities determine how (well) an

organization adapts to new contexts.

In the end, organisations need to develop capabilities, not just perform

practices!

For a flow system to persist (to live), it must evolve freely such that it

provides greater access to its currents.

Co-evolution

Adrian Bejan

Patterns of collaboration (i.e. organization), shape patterns of flow

Patterns of flow, shape patterns of learning

Patterns of learning, shape patterns of collaboration (i.e. organisation)

Co-evolution of flow, collaboration and learning

If a certain pattern of collaboration (i.e. organisation) shapes a

pattern of flow that is turbulent (in that context), then the

organisation needs the freedom to evolve a more smooth flow

(creating a new context).

The corollary is that we cannot think in fixed patterns of

organisation.

(Inter-)dependence

interdependence between

supply and demand

Supply creates demand in the same way that

demand creates supply.

The delivery that follows discovery creates feedback that

needs to be incorporated in new discovery in the same way

that discovery provides feed forward to delivery.

Discovery

Delivery

Common

knowledge

Supply

Demand

Market-

place

*Interdependence: Biology and Beyond (Meaning Systems) by Kriti Sharma

Value delivery requires us to think about interdependencies that go

beyond hierarchical interdependence.

interdependence between

discovery and delivery


