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Contribution from an agile coach for Organizational 

Transformation Journey 
By Chandan Lal Patary 

I have been working as an agile coach for the last couple of years where we are working as a 

distributed agile team. Members are participating from Finland, Sweden, Switzerland, USA 

and India to develop product. I have captured my observations as an agile coach while doing 

organization transformation process. To start with we have attended agile trainings which 

were 1-5 days of activities where team members get exposure on various insights about the 

agile practices, which most of the team members forget 90% of the contents once they started 

working with the real assignment. To be effectively spread into the product development 

environment organizations, the agile practices need an agile coach who is constantly 

mentoring, coaching, helping and facilitating teams to get the agility and bring about the 

organizational transformation. Agile coach role will be a temporary assignment where he/ she 

will ensure achieve team agility in minimal time line but very vital to achieve agility. It will 

be more leadership role than management. 

This paper will answer below questions by addressing certain practices: 

 How organization achieve agility with agile practices? 

 How to increase employee engagement? 

 How agile coach spread agility and agile best practices into the organization? 

 In the overall transformation process how agile coach contributes? 

1. Introduction: 

To be a successful farmer, one must first know the nature of the soil. 

—Xenophon, Oeconomicus 

The starting point for any agile coach is to find the context under which team is operating. 

Organizational readiness to move into Agile. Next step could be to figure out how best this 

transformation process can begin. It is very important to remind all the below agile principles. 

As we know Agile Manifesto is backed up by twelve Agile Principles which an agile coach 

needs to emphasis again and again, to play the role efficiently and effectively. 

– Our highest priority is to satisfy the customer through early and continuous delivery of 

valuable software. ( Question to be asked like we did , who are our customers? in my case I 

work for Industrial automation domain where Oil and gas companies, Paper mills, Power 

plants etc. are my main end users, how they value? need to understand by constant interacting 

with them) 

– Welcome changing requirements, even late in development. Agile processes harness 

change for the customer's competitive advantage. ( Adaptability and flexibility, how many 

release cycle we can afford to satisfy our end customers, and what they want to be released 

look like to integrate the solution into the target environment) 
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– Deliver working software frequently, from a couple of weeks to a couple of months, with a 

preference for the shorter timescale. 

– Business people and developers must work together daily throughout the project (Agile 

coach need to look for this opportunity to collaborate the whole, engaged, user community 

including Dev, test etc.). 

– Build projects around motivated individuals. Give them the environment and support they 

need, and trust them to get the job done. (Major goal and challenge for an agile coach to 

exercise all his/her leadership ability to reach a point where this principle start showing 

result) 

– The most efficient and effective method of conveying information to and within a 

development team is face-to-face conversation (Agile coach need to encourage this 

practices). 

– Working software is the primary measure of progress. (Agile coach need to help by finding 

the Metrics and measurement techniques to capture the Value and ROI) 

– Agile processes promote sustainable development. The sponsors, developers, and users 

should be able to maintain a constant pace indefinitely. 

– Continuous attention to technical excellence and good design enhances agility. (Agile 

coach needs to build a learning organization where all team members share and care each 

other’s for competency development and create world class products) 

– Simplicity – the art of maximizing the amount of work not done – is essential. 

– The best architectures, requirements, and designs emerge from self-organizing teams 

(Build self-organized team, more leadership assignment for agile coach). 

– At regular intervals, the team reflects on how to become more effective, then tunes and 

adjusts its behavior accordingly. (Agile Manifesto 2001, Conboy 2004) 

Agile coach needs to start from these principles. She/he needs to build the team-culture 

around these principles without forcing any one to adapt these principle. Team member has to 

get the buy in from the agile coach. 

Business value generation is a dynamic process, customer expectation changes with time, so 

value generation also changes. Long term planning is not effective in this circumstance. 

Customer does not want document or project plan, they want working software which will be 

used by them and complete the acceptance criteria. There is a mindset changes require which 

as an agile coach need to spread. 

 

Why organization has decided to use agile methodology? There were several problem which 

can be addressed by agile way of executing the project. 

a) Improve Time to market  

b) Productivity improvement 

c) Quality improvement 

d) Systematic risk reduction 

e) Faster production with DevOps method 
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f) NPS score 

g) More employee satisfaction 

h) Risk reduction 

 

All these thing can be achieved by a fully agile team. Agile coach need to build such an 

environment and culture. This paper will talk various tasks for an agile coach with 

illustration. 

Hackman and Wageman introduced a theory of team coaching that outlines three core ways 

in which leaders can coach their teams: 

 

 Motivating team members by increasing commitment and a sense of identity, and 

reducing social loafing; 

 Encouraging effective task performance strategies by minimizing unimportant work 

and ensuring effective coordination and task focus; 

 Ensuring members’ knowledge and skills are used and developed effectively. 

 

 

Fig A: Demonstrates in brief all the influencing factors by which Agile coach play the magic 

to transform a team into the agility world. 
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e.g. “Do mistake as a team and learn from it”, most of the time Agile coach engage in 

different type of the project where domain and technologies are completely different. Same 

solution cannot be used uniformly. Agile coach has to work with the team and experiment 

iteration after iteration to mature the process for the given context and product which is 

unique. I had worked couple of years as a Power product development assignment where 

customer, technology, regulatory environment are different whereas in my current assignment 

I am working for Industrial automation product. It is completely different in terms of product, 

customer and expectation. Agile principle is same but as a team we are finding best fitment of 

the process for our team needs. So as an agile coach experiment is a part of daily activities. 

“Influence, no Force”, all the decisions should not be imposed to the team, team need to think 

why they should use certain practices and how those practices will help them for 

improvement. 

“Help to discover unknown unknown” software solution development is full with uncertainty 

and coach need to mold team to adapt those uncertainty and discover the solution on the 

way. There is no point of predict everything well ahead and plan for it like astrologers does. 

“Walk the talk and show, Collaborate” – Agile coach need to demonstrate this practice and 

same will be embraced by the team members, he/she will share from his experience. He/She 

has to apply the best practices to collaborate. She/he can facilitate to demonstrate, how to run 

meeting effectively, release meeting, spring meeting etc. enable customer engagement. 

Few factors which are vital are described below. 

2. Influence of Metrics and measurement: 

Agile coach need to demonstrate the improvement before and after through various 

measurement techniques. All these measurements have to be value adding to the business 

context and the team context. Everyone has to see the improvement which is very specific to 

the situation and agreed by all the team members. 

Most of the time upper management would like to know the improvement done to the team 

for the organization etc. from the agile coach. All these below questions can be asked. 

Is there any improvement in time-to-market? Come up with metrics to support. 

Is there any performance improvement? Come up with metrics to support. 

Is there any improvement in profitability? Come up with metrics to support. 

Is there any improvement in throughput? Come up with metrics to support. 

Is there any improvement in team satisfaction, customer satisfaction? Come up with metrics 

to support. 

Measurement has many side effects on employee, it comes with cost. Coach need to find few 

value added metrics which helps team to improve. 

If teams or individuals believe that the metrics will be used against them, you can be sure the 

data will be adjusted to make them look good in the eyes of the business. 
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Coach need to demonstrate with measurement about transformational benefit realization e.g. 

major reduction in time to market, delivery cycle time improvement etc. Take the employee 

satisfaction survey before and after and measure the improvement. Take customer satisfaction 

survey and measure the improvement. Every one need to see the progress and improvement 

made. 

3. Agility and Business value generation: 

Agility is more attitude than process, more environment than methodology. 

—Jim Highsmith 

 

Agility is necessary in not only the style of development but also the management of 

interactions with the business stakeholders; the manner in which project objectives are 

assessed, understood, and evolved; and the way in which the solution is provided to the 

operational teams to be moved into production. 

Agile coach need to ensure that value generation happen as expected by the customer. Team 

should increase the speed of execution removing all types of waste from the system. Coach 

need to help team to identify all smells in the execution flow. There is a constant value 

generation on daily basis. 

4. Agile discipline: 

It is coach responsibility to build a culture where he/she does not have to do command and 

control approach to spread anything. He/she as an agile coach has to influence team members 

to maintain certain rules into the team which are very basic working model and there is no 

compromise. If team follows those, rest assured.e.g Can we say team members are not doing 

daily standup? Can we say there are no demo happening after every iteration? Do we have to 

force people to do test driven development? Do we have to push a lot for test automation? If 

answer is YES, It is not good culture, agile coach need to work hard to change it.  

These are all very basic to any agile team and coach has to get the buy-in from the team to 

follow those best practices. Team member has to maintain all the rules and correct each other 

and improve the overall culture and demonstrates improvement. There is no punishment in 

the team, all improvement initiatives are welcome and we learn from failure. There is no 

formal discussion, meeting everything happen need basis. We do not “Show” we are 

working! Working software is the proof of work. 

5. Organizational Impediment List:  

Command-and-control and punish-reward mechanisms are great when we want conformance 

to process or we need people to exactly execute a repetitive and algorithmic task. But when 

we want engagement, innovation, creativity, and the ability to react in complex environments, 

another kind of approach is needed. When organization works long time under traditional 

plan driven approach and command and control methods ruled for long time, it is very hard to 

change the mindset for all the people involved with the organization. Any new initiative will 

undergo huge resistance and justification process. Agile coach need to persist and have 

patience. 

 

As an agile coach, he/she need to identify organizational impediment list to move towards 

agile way of executing. It could be HR system, It could be procurement system, IT admin 

system, all need to change into agile way of executing else these dependent system will 
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become a bottleneck for the flow. More important there should be constant training session 

for the upper management about the agile way of looking into the project. 

Agile coach need to list down organizational improvement changes and start work on those 

(she/he should have own backlog for improvement). 

6. Maximizing value delivery process: 

Ensuring that value-added practices and principles are used within the team, tailoring them 

accordingly is one of the main aim for an agile coach.  

 

Value is perceived benefit: that is, the benefit we think we get from something. 

 

Customer value = customer needs + right timing + right cost conditions.  

 

It is an elusive target that must be adapted to continually. 

 

Agile coach has to constantly encourage team to find meaningful work from end user point of 

view, which generates value. Any other activity can be consider as a waste and need to 

remove from the system. 

 

All features which Product owner identifies as a priority items need to calculate the 

organization value and demonstrate the same to Project Management Office. Team members 

also has to commit in this value delivery process. 

The development process define by the team with the help of agile coach should focus on 

delivery as much value as possible. 

 

7. Good leadership skill with an excellent soft skill: 

Today's management ethos evolved in this era, and with it our view of workers as machines. 

This mind-set still governs how we organize and treat our knowledge workers, directing them 

like unemotional automatons— just parts—versus the thinking, emotional professionals they 

really are.  

 

Software engineering fully leveraged process knowledge to introduce order and discipline 

through the use of solutions development methodologies, program management, quality 

assurance, and the like. Through this process we have improved a lot but missing the human 

connection (different emotional and aptitude level of people). 

 

Agile coach need to look for opportunity where team solve complex technical problem, they 

should get recognition at spot and celebrate the great delivery. Team need encouragement and 

deep insight knowledge, share, where they feel proud to do so. 

 

Coach need to understand that there are four aspects of personality that Carl Jung made it 

clear that the human machine comes equipped with thoughts, feelings, intuition, and 

sensations.  

 

Coach need to take care all these aspects in team, mentoring and over a period of time team 

will become an excellent team.  
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Agile coach should act as a Toxic Handler. 

 

A great Harvard Business Review article titled “The Toxic Handler: Organizational Hero—

and Casualty” reveals the scientific basis for the importance of this role and how it should be 

rewarded and encouraged. The authors defined a toxic handler as “a manager who voluntarily 

shoulders the sadness, frustration, bitterness, and anger that are endemic to organizational 

life.” This role is important, and every manager and coworker should strive to reduce 

workplace stress so that work can flow smoothly. Any stress that isn’t dealt with causes work 

to slow further, in turn building more pressure, a vicious cycle if not short-circuited. The 

work of the toxic handler is absolutely vital to success when large teams have to collaborate 

and overcome every obstacle, even those erected unintentionally by the organization. 

Toxicity is frequent, and deadly to productivity. 

 

8. Change Management Agent: 

Agile coach is a habit changer. Agile coach need to drive for change management initiative to 

transform the organization. From highly process driven culture has to be people driven.  

 

If change is specific to project or product, it has to pass through Product owner, to adjust their 

requirements, priorities, and scope of the release at any time during the project. When a 

delivery team works in priority order and produces a potentially consumable solution on a 

regular basis, they are able to fulfil the true needs of their stakeholders while maximizing 

ROI. 

 

For Organizational change to avoid a dysfunctional team coach has to work with upper 

management to implement the changes. At the end, goal is to , need to change where agile 

coach build bright, energetic, and creative team, develop a supportive culture, and grow deep 

institutional experience so there is abundant knowledge to drive creative innovation. 

 

9. Collaboration Engineering: 

Leaders get into everyone’s skin, exuding positive energy and optimism. Unhappy tribes have 

a tough time winning. - Jack Welch 

 

To achieve agility team members need to interact, influence many other team members which 

require extremely good soft skills. Agile coach need to help team to build those capabilities. 

 

Warren Bennis, one of the definitive pioneers in the contemporary field of leadership, reports 

that in collaboration people fear three things: losing their identity, losing their intellectual 

mastery, and losing their individualism. 

 

To get the buy in from all the stakeholders especially if the agile team is distributed, it require 

good amount knowledge on multicultural and excellent communication skill. Coach need to 

help team to build these capabilities. 

http://www.pmworldjournal.net/
http://www.pmworldlibrary.net/


PM World Journal                                                     Contribution from an Agile coach for the 
Vol. IV, Issue II – February 2015  OrganizationalTransformation Journey 
www.pmworldjournal.net Advisory Article by Chandan Patary 

 
 

 
© 2015 Chandan Lal Patary              www.pmworldlibrary.net Page 8 of 18 

 
 

Fig A.1: demonstrate to achieve a goal we need help from many team members where we 

take them with us for a shared vision and purpose. It is a complete WIN-WIN situation, no 

body lose anything in a team. 

 

10. Proactive Risk Management: 

Agile coach helps team to discover unknown unknown as efficient and as early as possible so 

that team can mitigate the damage with minimal impact. Before team commit to a solution all 

the various type of technical uncertainty, Technical complexity, process, market risks need to 

check and address. The risks need to bring down to acceptable limit. Scrum meeting is the 

platform where we discuss any issues or risks need to mitigate. 

Moving into Agile from Traditional plan driven organization is a risky process, Coach need 

to identify all the organization transitional risks and discuss with upper management about 

the various mitigation steps. 

11. Teams should intrinsically interested to perform the tasks: 

In his book “Drive” management guru Daniel Pink describes three success factors for teams. 

He mentions: autonomy, purpose and mastery. Autonomy gives the team the freedom and the 

tools to do what they need to do. Purpose helps the team feel that they are making a 

difference and they are important. This will feed their motivation and dedication. And last but 

not least mastery, the will of the team to be really good at what they do. If you have the will 

to excel, your chances of succeeding increase. 

 

Teams deliver great results when they take ownership. Everyday all team members should be 

challenged to do something unique thorough which they can learn and organization get 

benefit. Every team members should intrinsically motivate to commit the work. Everyone 

should feel important and working towards a mission. A coach and create the ambient to 

reach that affect. Team has to passionate to do something which is meaningful to their career, 

growth.  

Some of my observation as an agile coach: 
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Transformation process is a journey……  

 

Fig B: Demonstrates the natural transformation process. Agile coach needs to understand the 

transformation process and different stages of the journey in the current organization context 

and apply the best model. Each stage has its own time and mechanism to move to the next 

step. He/she should share the transformation story and inspire and learn from others. 

Agile methodologies are a subset of iterative software development. A few examples of agile 

methodologies include Scrum, Extreme Programming (XP), Kanban, Crystal, Dynamic 

Systems Development Method (DSDM), Feature Driven Development, and Adaptive 

Software Development, to name a few. Each methodology has its own unique set of 

characteristics that allow teams to select a certain methodology that best suits the project at 

hand. It is common for project teams to blend characteristics from more than one agile 

methodology based on unique team composition, skills, experience, operating environment, 

and other factors.  

Agile coach will help and decide which is the best framework to apply be it a scrum, Lean, 

Kanban, XP or mixture will be decided based on the organization need in the transformation 

phase and journey it is traversing. Each phase changes is a painful process but for the better 

one. Every team members need to change for the betterment of the bigger mission pointed by 

the agile coach. 

Excellent team builds a world class product…. 
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Fig C: Demonstrates that without team engagement and commitment from the each and every 

team members nothing can be achieved. Agile coach need to build the culture which is self-

driven and every team members work as a partner and contribute. Each and every one 

contributes, agile coach mentor each members as one to one basis if there are any gaps. 

Excellent team needs a perfect synchronization in multiple dimensions to achieve a greater 

purpose…. 

 

Fig D demonstrates of a world class team, and the level of commitment each team members 

should have for a bigger purpose to achieve. Every team members contributes and committed 

to achieve a higher goal. Perform or perish culture. Team has a plan to execute with perfect 

synchronization among each other. There is a speed and flow of execution which is flawless. 

Agile coach need to remember and share the below thoughts and apply the practices to build 

a high performance team. 

 

Fig D.1 Demonstrates team performance curve, difference between working groups and real 

teams and to get the agreement on their common purpose. Teams cannot succeed if members 

remain unclear about what the team wants to accomplish and why (e.g. Why do we exist? 

What are we doing? Etc.) 
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Authors Jon Katzenbach and Douglas Smith have an interesting perspective on high 

performance teams, High performance teams have: 

 A deeper sense of purpose. 

 Relatively more ambitious performance goals compared to the average teams. 

 Better work approaches or complete approaches as the authors term it. 

 Mutual accountability; acknowledgement of their joint accountability towards a 

common purpose in addition to individual obligations to their specific roles. 

 Complementary skill set, and at times interchangeable skills. 

 

 

Smell is an indicator of something that has gone wrong. Smells are indicators that business 

value is not being delivered where it should be. Smells does not assure a problem; it is a 

signal worth investigating. Every smell is a symptom of one more business value that can be 

improved. Agile coach need to look for this type of smell and remove these as early as can. 

Jim and Michelle McCarthy say that “to be able to make a great product, you need a great 

team. You actively have to build that great team, and keep it together. The team must have 

time to develop what they call a Shared Vision, and a Web of Commitment.” 

There is a constant flow which has to continue from requirement to market release, 

interruption has to reduced, and impediment has to remove so that flow continuous in product 

development process. Operational flow, financial flow, informational flow and most 

important psychological flow has to continue without any block. After that teams can achieve 

excellent output. 

Team is always learning by experimenting… 
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Fig E, demonstrates how can coach create a culture where all team members experiment and 

learn from that experiment? Learn by doing. This is the journey for the organizational context 

point of view, as a coach, he/she needs to help team to discover their way of working. 

Experiment should be part of culture, whenever new challenges comes up, mindset should be, 

let us try and explore and come up our best of way of working model.  

 

Become a learning organization through relentless reflection (Hansei) and continuous 

improvement (Kaizen).  

 

The master principle of Lean: never be satisfied with your current state, strive for perfection. 

Every mistake is seen as an opportunity to improve as long as people are empowered to take 

risks, make mistakes, and learn from them. 

 

Agile coach will have many unique challenges to list down and work …. 

 

 

Fig F: exhibits challenges as an agile coach will encounter when organization undergoes 

transformation process. Some of the challenges have been highlighted but there could be 
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many more which agile coach needs to identify and fit into the agile model. E.g. we had 

many domain experts working as a test team members, we had to think and re write about 

their contribution in agile project. We have dedicated Project manager, Test manager, 

Architect etc. role which we had to relook and assign agile role. 

We had Project management Office, where they were asking several metrics which we felt 

not so important and not value adding , so we had several round of discussion to convincing 

them about the metrics will be delivered to Project Management Office(PMO) to demonstrate 

the progress. 

We had tough time to get the time from the end user, as they were always busy. We had 

agreement on certain demo day where we will be demonstrating major features, end user has 

to present. In iteration demo meeting Product owner will play the customer representative to 

play that role. 

“Executive Involvement”, in the absence of the buy-in from the upper management, agile 

project transformation will not be successful. Upper management needs to understand what 

cost benefit organization will achieve to move into Agile way of working, they need demo 

with quantitative data. Agile coach has to come up with frequent updates about the progress 

made and share the same with all the executives regarding various initiatives taken and with 

data. 

 

 

Fig G: Demonstrates as an agile coach what are the various factors will undergo significant 

changes in organization. Especially at operation and execution process areas and mindset 

around these areas. e.g all team has to slowly transition to be a highly adaptive. Any new 

changes come into the project needs to accommodate and adjust successfully. 
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Team needs to connect with the end customer or user to get the feedback about the work 

product, in absence of the feedback, team will never know if they are building right solution. 

Coach need to help team to build infrastructural process changes to collaborate with end user. 

 

Fig H: Explain an agile coach needs to build a generalist culture and discourage “cow boy” 

culture. Cow boy coder culture has many side effects in team building process which needs to 

avoid. Everybody should be able to do all types of job from requirement understanding to 

customer site acceptance test, all these activities has to be done by any of the team members. 

 

Fig I: Demonstrates as an agile coach, we must observe and have regular contact with 

members of the team. Hence, they must be “out with the troops” watching how they perform, 

critiquing their performance, and providing specific, helpful feedback. Effective coaches tend 

to ask questions more than give answers. This Socratic method of asking questions helps 

team members discover what they need to do to help the team succeed and gain insights 

about how to improve themselves personally. 
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Fig J demonstrates that an agile coach has to come up with an effective checklist for a 

transformation process and measure iteration on iteration which will be very context specific. 

The above checklist which a very high level and used in certain project transformation 

process. 

 
 

Fig K, demonstrates that, it is agile coach’s responsibility to build a culture of trust where 

team members take ownership, it is a long term process and systematic steps has to take to 

build such culture. Trust is the foundation of a high-performance team.  

 

Stephen M.R. Covey, in his hugely popular book “The Speed of Trust” says “If there is one 

thing that changes everything, it is trust”. He points out that the ability to build trust with 

customers, bosses, co-workers, and subordinates is essential to business success. 
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Fig L demonstrates according to a learning theory called the Learning Pyramid – reading or 

listening are improving knowledge less than discussing, practice and teaching. As an agile 

coach what we have realized and tried that we had created a sharing culture where all team 

members share each other’s all the types of learning. Agile coach need to encourage each 

team members to tell stories frequently at certain interval. Story telling is a great art which 

develop when we practice. A learning organization can contribute better software 

development where team can solve complex problem together and get excellent team 

satisfaction. Team need to celebrate often especially sprint demo day. 

 

12. Conclusion: 

Agile coach, helping to keep the team focused on delivering work items and fulfilling their 

iteration goals and commitments that they have made to the product owner. She/he acts as a 

true leader, facilitating communication, empowering the team to self-optimize their 

processes, ensuring that the team has the resources that it needs, and removes any 

impediments to the team (issue resolution) in a timely manner. When teams are self-

organizing, effective leadership is crucial to your success. 

 

Agile coach need to build a system where the team must look for and take on more ownership 

and responsibility. The members of the team should individually and collectively look for 

decisions that they could and should own. This implies that they will ask and learn enough to 

understand the purpose of their work. 

 

Agile coach need to give people more control over what they do and how they do , which 

will increases their happiness, engagement, and sense of fulfillment. 

 

Agile coach need to build a social environment which is healthy, characterize by prosocial 

behaviors like sharing, inclusiveness, and respect for one another; it has to lead by an 

empathetic and caring manager who is competent and have the team’s back and the best 

interest of the business in mind. There should be plenty of deep and meaningful 
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collaboration, and frequent, open communication; it should be an environment where 

everyone was encouraged to speak up. 

 

At the end Agile coach need to build a culture where teams are building a superior product 

where all the involve team are happy and they are proud of their solution. Customer is ready 

to assign more work to the team. The team should become an instance to other team to follow 

and refer. All the software development best practices can be deployed like TDD, BDD, 

FDD, ATDD etc. when team is ready and adapt accordingly. 

 

By taking care all these dimensions team has got significant benefit in software product 

development process. As we know improvement is a journey and we have miles to go. 
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