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Quick Guidelines

* Your microphones will be muted throughout

* Thissessionisrecorded. The recording and slides will be
available after the webinar within 24 hours.

* Please ask questions!

« Submit questions by selecting the Q & A icon:

(@ Scrum.org
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Who is Scrum.org

Mission:
Helping People and
Teams Solve
Complex Problems

Ken Schwaber
Scrum.org Founder,
Chairman and
Co-creator of Scrum
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Speaker Bios

Dave Snowden is the Founder and Chief Scientific Officer of The Cynefin
Co. and Director of the Cynefin Centre for Applied Complexity. His
international work covers government and industry, looking at complex
strategic, organizational, and decision-making issues. He has pioneered a
science-based approach, drawing on anthropology, the cognitive sciences,
and complex adaptive systems theory.

He is a visiting Professor at the University of Hull and the creator of many
methods and frameworks, including the Cynefin Framework, and is the
principal designer of the SenseMaker® software suite.

He was one of the three founding members of the DSDM consortium, one
of the three feeds into the Agile Manifesto, along with XP and Scrum.

(@ Scrum.org

Nigel Thurlow is the CEO of The Flow Consortium, having previously
served as the first-ever ‘Chief of Agile’ at Toyota where he created the
award-winning “Scrum the Toyota Way”. He is also cocreated The Flow
System™ a holistic FLOW-based approach to delivering customer-first
value built on a foundation of The Toyota Production System.

Nigel is a Professional Scrum Trainer (PST) with Scrum Org, a recognized
expert in organizational design, a Forbes Top 10 author, a renowned
speaker, and he serves as a consultant to industry in business agility and
is an expert in the application of cross-disciplinary methods and
approaches to accelerate business transformation.

He is a founding partner in the creatin of Hexi™.
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Scrum.org

The Home of Scrum

Developed with Scrum Org by Nigel Thurlow, Ralph Jocham, John Coleman
With support from Martin Hinshelwood, Simon Reindl, and Jesse Houwing.

Artwork and Visual Design by Kristen White

@ Scrum.org
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What is Hexi™?

SENSE-MAKING
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Hexi™ is a new approach using physical artifacts designed to consolidate methods, approaches, tools and
techniques that can be decomposed & recombined and applied to real-world organizational issues.

(/@ Scrum.org
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Who is Involved?
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WorkBench";

FACILITATION AIDS

THEFLOW
SYSTEM

Ivar Jacobson International
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Agile
Business
Consortium

Scrum.org

The Home of Scrum
O

www.comicagile.net
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The Current State of Agile
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\ Agile

Certified Flow (Made up silly title)
. ANNUAL FEES PAYABLE!
*

| A Naive Person

Help us create a business based on selling PDFs!
Sort of like all other Agile approaches.

Leader of The Fellowship of Flow PDF Sales Manager l
Sqnates Signature \

Coach

TN

|
Mass layoffs decimating the Agile job market! LinkedIn Headline Changer PDF factories.
SCRUM FRAMEWORK
+ ' i » 3

BS Jobs - created but prevented from carrying out the role. The Theoretical Scrum Master/Agile Coach.

(/@ Scrum.org
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Tools Have Context
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Bounded Applicability

Bounded Applicability simply states that any method or tool has limits, and they are context specific. If using the established
approach more furiously or energetically fails to tied better results, you have reached the boundary of utility.

You may not understand the work, or you may be using the wrong tools?
(@ Scrum.org 10
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Complex Adaptive System (CAS)
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Complex systems scale by decomposition (to the lowest Complex system do not scale by imitation or
level of coherent granularity) and recombination replication or through case-based approaches.

CAS are dynamic, continuously learning to adapt to external forces, and emerge to new states when
necessary to meet unique environmental needs and can’t be predicted by the characteristics of the parts.

@
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Lowest Level of Coherent What Now?

MEASURE

PRODUCT BACKLOG DEFINITION OF DONE "

The Product Backlog is the emergent ordered Describes the quality measures that express
list of Product Backlog items needed to due diligence for the Developers and the

achieve the Product Goal. It provides resulting Product Increment so that it can be MEASURE
Transparency and is the single source 'placed in the hands of the user."

of work for the Scrum Team. In Scrum, it is called a Commitment.

12303 \ @69

ACCEPTANCE CRITERIA INCREMENT

] > : A They describe when work for a specific Product The I?ctre;ﬁtentthls "t‘e ‘gteg'a:'tohn °g afl! ”:‘te, W°"‘;

interested in or impacting an Backlog item is complete. They are in addition cgmp efe tho Pe 3 ar; ?tr o de tﬁ '“',t"’"t"

organization’s inputs, activities, and to the quality criteria for the Increment in the copcbelnett e i natc Al
outcomes. Teams alone are insufficient for

STAKEHOLDERS

A Stakeholder is an individual or group

R Transparency, especially when there is market
Definition of Done. Supported by E h
conversation and Refinement, they should feedback. In Scrum, it is called an Artifact.
provide unambiguous clarity on an item.

Qe QD QR

customer outcome collaboration.

Granularity at which people can make sense of things without specific technical knowledge.
@ Scrum.org
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Chefs not Recipes

Complex Adaptive Systems require Chefs, not recipe book users, adapting to local context and
combining core ingredients in different ways to feed people. This is a core principle of Hexi™.

(@ Scrum.org
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Hexi™ Format

MEASURE

INCREMENT

The Increment is the integration of all the work
completed to the standard of the Definition of
Done for the Product. It provides the ultimate
Transparency, especially when there is market
feedback. In Scrum, it is called an Artifact.

9%

GUIDE

©
COST

How resource-intensive is the Method
in terms of materials and tools
required, and thus cost?

SKILLS

How much training and skills does the
method require?

o
ENGAGEMENT

How challenging is the
engagement of participants into
the Method likely to be?

O

Product. It provides a clear,
valuable desired outcome for the
Scrum Team to work towards,
typically using the Sprint Goals (the

why for the Sprints).

Open source, multi-vendor, multi-method with high credibility on each component.
Getting things right - not trivial over simplified cards, QR codes link to originators and creators.

(/@ Scrum.org
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Types of Hexi™

10 TYPES/CATEGORIES

ACCOUNTABLITY

Assembly (various combinations
of other types) ‘ STAKEHOLDERS < , SCRUM MASTER

A Stakeholder is an individual or group { A change agent who works with the

Facnltatlon AldS interested in or impacting an Scrum Team and the wider org. A role

organization's inputs, activities, and FRAMEWORK _ model of the Scrum Values. A Scrum

outcomes. Teams alone are insufficient for Accountability for the coherent use of

customer outcome collaboration. 2 u""’r-, Scrum and Scrum Team effectiveness.
Frameworks ( / D

‘ Y
Methods (ways of doing) Q SCRUM
0

Metrics/Measures for potiflies daveiorpgbhe 1€ heips Ttpie,
(derived/absolute)

teams, and organizations generate value

PRINCIPLES & BEHAVIORS through adaptive so!utions_for complex
problems where expertise alone

is insufficient.

Principles/Behaviors ade

(observable) A Q,
. .‘,'_ 0
Quotes/Advice SPRINT BACKLOG
. COU RAGE Itis corpposed of the Sprint Goal (the w_hy for
Skl”S (Can be taug ht & Scrum Team members need the courage to do thesjg;r;td)'f;f:ihssts:fr:‘r:g:gwﬁct;"a’g&t:?s
bk thi ; ionable plan for delivering the I
measured) 6irate s Hs cfthe ve Seromiidlice " (fha how): The Sprint Backlog provides

(FOCCR). Transparency throughout the Sprint. In
Scrum, it is called an Artifact.

Tools (including software used ® 3,
to complete tasks) Q Q
O 0

Roles/Accountabilities

G https://cynefin.io/wiki/Hexi-types
<) Scrum.org 15
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Transparent Acrylic Hexis™

=
LOW

A SYSTEM

THE CYNEFIN CQ

MAKING SENSE OF COMPLEXITY

Note: These are representations and not the final acrylic Hexis™.
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The Physical Acrylic Hexis™

BN oea
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Universality

ONE SIZE

DOES NOT
FITALL [ i

\”°\t Mean it’s the pest tool

—_

Many Agile frameworks operate on a concept of universality. Techniques that were initially desighed to address
a specific context, namely software development, are not intended to be applied universally.

(/@ Scrum.org 18
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Contextis Key
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1. Start from where you are. Map the current 2. Set a vector (direction to move in). What do we amplify or
dispositional state of the culture and look for patterns. dampen? Look for adjacent possibles, the first stepping stone.

3. Design interventions (nudges) in order to encourage behavioral 4. Continuous monitoring to determine any shift in direction
change. Run multiple parallel safe-to-fail experiments. and landscape changes and develops, plus weak signals.

Complex environments are dynamic in nature: cause and effect relationships can only be deduced in retrospect.
(/@ Scrum.org 19
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A Sense of Direction
BACKCAST,N -

Previous
Focus

Sidecasting

Adjacent
What did we miss? Possibles

TIME Our Current Focus

PRESENT FUTURE

Adjacent
Possibles

What are we missing?

Adjacent possibles are everything that’s achievable given the system’s current state (Kauffman, 1996).
Could you shift to the former ground in the short term even if it’s not the long-term goal?

@ Scrum.org
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Lean Teaching

Grasp the
Current
Condition

Get the
Direction or
Challenge

Establish
your Next
Target
Condition

4

Conduct
Experiments
to get there

Main image courtesy of The Lean Institute ©

Context recognizes that no two situations are identical in a complex adaptive system.

(@ Scrum.org

You cannot apply a case-based approach.

© 1993 - 2024 Scrum.org All Rights Reserved. All images and trademarks are copyright of Nigel Thurlow, The Flow Consortium, Dave Snowden, The Cynefin Company 2024.

21



Tessellation - Hexagons are the Bestagons

Assembl
Hexagon shaped artifacts or figures (Hexis™) are capable of ’

being composed into complicated configurations and
decomposed back to their initial form.

Hexi™ takes advantage of the concept "Tesselation™; an
arrangement of shapes closely fitted together, especially of
polygons in a repeated pattern without gaps or overlapping.

Scrum.org

The Home of Scrum
O

Hexagons best fill a flat surface with no wasted space and
have the highest stability in terms of surface tension.

@
<) Scrum.org | | . | |
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Etymology

- Hexi™pn. ©2023 Plural Hexis or Hexies.

FRAMEWORK

- Hexiology, n.1894

,/ XN
- That branch of science which treats of the development and , >
behavior of a living creature as affected by its environment.

SCRUM

Scrum is a lightweight framework designed

for product development. It helps people,

- Polyhex, n.1967 e e ol -
problemsh w.here _expertise alone
- A planar shape formed by joining a number of identical regular S UeR

hexagons by their edges. Q
O

- Heagonize, v.1885

- Tochange into a hexagon; make hexagonal.

@ Scrum.org 23
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Use Case Problem Solving

Complex

Ordered

Chaotic

(@ Scrum.org

Complex Adaptive Systems

Dynamic, open, and self-organizing
systems without constraints or boundaries
that interact with feedback mechanisms
to become adaptive.

DD

FRAMEWORK OR APPROACH

Training of
Teams
Identlfled as PRINCIPLES & BEHAVIORS

‘/\ 398 a Gap

Sensemaking : Teamwork Training

A methodology designed to aid Bglore iy can function
effectively, team members must be The Scrum Team focuses on its goals and the

our understanding of complex problems, ined i K skill % of the Sprint. F f the fi
M o 3 -~ trained in teamwork skills. work of the Sprint. Focus Is one of the five
conditions, or environments. § Scrum Values (FOCCR).

° - N\ 2e® QDR
Storytelling and Narratives \ o

Knowledge creation

METHOD

through people externalizing

their sense of understanding. ~ !
sense o s g e OOO z
@

Weak Signal Detection
METHOD
Weak signal detection (WSD) A pattern of listening. Active listening
is a communication method that allows

all parties the benefit of understanding
the message.

12:22:9V 3 2.3 3V EXECUTIVE @

QU ESTION METHOD

Active Listening Situational Awareness

The perception one has of their

relates to alertness, attending, FACILITATION AIDS environmental elements.

and seeing without order.

METHOD METHOD

STAKEHOLDERS

™ A Stakeholder is an individual or group
A B D U CTl O N interested in or impacting an
organization's inputs, activities, and
outcomes. Teams alone are insufficient for

customer outcome collaboration.

DA

Fox
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Use Case Strategy

MANAGEMENT

"What don't we understand?"

Goal Identification

The desired outcome expected
over a specific period.

>33 RV N

e / Wardley Maps

Visualization of the structure and flow
of a product or service, mapping
the components necessary to serv

the customer.

03230

METHOD

(@ Scrum.org
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MICRO NUDGE

Bias Toward Action

A leadership technique that empowers
both leaders and teams to make ]

FRAMEWORK

ESTUARINE
MAPPING

own decisions in times of uncertainty.

Decision Making

- Decision making is a collective
q ity involving discussion and debate
MEASURE 3 to make the best selection among
several alternative options

Leader's Intent

Leaders focus on red outcomy
intent and guidance) ra

DEFINITION OF DONE

Describes the quality measures that express
.~ due diligence for the Developers and the
¢ [8SUlling Product Increment so that it can j
“placed in the hands of the user."
10 Skrum, it is called a Commitment,

specific results. Individuals and tea
are free to find their way.

@D

PRINCIPLES & BEHAVIORS

Constraint Management

Managing limitations or restrictions
that affect the behavior of agents,

PROBES

y in complexity,
rent hypothe:

REFINEMENT

The process of D\:I[\fln\] enough l:ﬂdf‘.r‘,laﬁﬂmg

to have confidence that the upcoming work c3
be completed in accordance with the
Definition of Done. Provides the narrativ
Focus for upcoming Sprint Planning(

QDYDY

discovery and reduce conflict

1323Vt YD

METHOD

STAKEHOLDERS

A Stakeholder is an individual or group
interested in or impacting an
organization's inputs, activities, and
outcomes. Teams alone are insufficient for
customer outcome collaboration.

29D
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se Case Backlog Creation

ACCEPTANCE CRITERIA

They describe when work for a specific Product
FACILITATION AIDS Backlog item is complete. They are in addition
to the quality criteria for the Increment in the
Definition of Done. Supported by
conversation and Refinement, they should

provide unambiguous clarity on an item. // (PARALLE L)
EXECUTIVE , : SAFE TO FAIL
QUESTION A ) PRODUCT BACKLO4 \ S

The Product Backlog is the emergent ord
METHOD | J i list of Product Backlog items needed

ACCOUNTABLITY achieve the Product Goal. It provide$
; . Transparency and is the single source’
the ome: . of work for the Scrum Team.

ENTANGLED Q %

METHOD =&

the components n

TABLITY
Definition of Done.

THE \ the Pro " cobnta % e \/ D % v Focus fo Sprint Plannin
CUSTOMER |
STAKEHOLDERS
ASSEMBLY Gap ; ; 2 EMPIRICISM

A Stakeholder is an individual or group

interested in or impacting an

: 1 ort s e The principle of making decisions informed
organization's inputs, activities, and A Iy m 4 2
outcomes. Teams alone are insufficient for na SIS o bility adheres t by objective evidence, typically using an

customer outcome collaboration. of Done exploratory process.

29 s ?Qa
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Use Case Culture Mapping

FACILITATION AIDS

FACILITATION AIDS ) N METHOD

Comic Agilé
VECTOR \ Y HUMAN SENSOR
MEASURES \ \ NETWORKS

N o . f cor
atg FACILITATION AIDS - =\l METHOD \ Measures direction, speed and energy
METHOD A Vario “consumption from the present.

Comic Agilé i A / 4 3

Processes and fools over

ANECDOTE SRR — MICRO NUDGE N\ Q Q Q /J / WPEER-TO-PEER \
CIRCLE , e L@ W / KNOWLEDGEFLOW \
| : USING GENBS

Comic Agilé

//MICRO-SCENARIO\ TCZTA\ AN\ \'Q Dy ENTT/EII\JC():SLED
" PEANNING '\ () Noita : B b, -
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Endless Uses for Hexi™

£ Backlog Creation
Strategy O e
© Risk Mitigation %
Problem Solving §- Workflow Design =
LL
= Human Resources
2 Organizational Design
5 Innovation "
N New Opportunities
Process Improvement Continuous Improvement

And to help rescue big framework initiatives that have stagnated.
We know you will find endless ways to use Hexi™ that we haven’t even yet thought about.

/
C\ ) Scrum.org 28
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The Initia

FRAMEWORK

METHOD

E

Definition of
Focus for u

PRODUCT BACKLOG

The Product Backlog is the emergent ordered
list of Product Backlog items needed to
achieve the Product Goal. It provides
Transparency and is the single source
of work for the Scrum Team.

2%

<) Scrum.org

METHOD

X
SPRINT

PRODUCT OWNER

valu vered,
th the Stakeholders and Scrum
e Product Backlog to guide

MEASURE

N
<

INCREMENT

The Increment is the integration of all the work
completed to the standard of the Definition of
Done for the Product. It provides the ultimate
Transparency, especially when there is market
feedback. In Scrum, it is called an Artifact.

246

DO Scrum Pack -1

METHOD

-3
/\Lv
SPRINT P

ACCOUNTABLITY

SCRUM MASTER

th

and Scrum Te:

Q0

PRODUCT GOAL

The next meaningful long-term valuable
desired outcome (the why) for the
Product. In Scrum called a Commitment.

Q@ob%

METHOD

&)
DAILY SCRUM

evelopers

ACCOUNTABLITY

DEVELOPERS

anaging Scrum

e Increment
Accountability to the Definition
of Done.

DD

.
SPRINT GOAL

The single short-term objective for the
Sprint. The unifying focus of the Sprint.

In Scrum calied a Commitment.

Q%Q

METHOD

ACCOUNTABLITY

SCRUM TEAM

Comprised Product Owner, Scrum
Master, Developers. F
Increment

MEASURE

<) :
DEFINITION OF DONE

Describes the quality measures that express
due diligence for the Developers and the
resu Product Increment so that it can be

laced in the hands of the user.”
In Scrum, it is calied 3 Commitment,

249

METHOD

SPRINT RETROSPECTIVE

ation in ho
s Increments

STAKEHOLDERS

r Is an individu.

PRINCIPLE

TRANSPARENCY

Transparency enables Empiricism.
Inspection without Transparency Is
misteading and wasteful.

2%
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The Initial SDO Scrum P

PRINCIPLE

INSPECTION

Inspection enables Adaptation, which is

considered pointless without Adaptation

Inspection and Adaptation are Scrum'’s
approach to coping with complexity,

29%

PRINCIPLES & BEHAVIORS

<

OPENNESS

Scrum Team and its Stakeholders
agree to be ope

Scrum.org

PRINCIPLE

ADAPTATION

A Scrum Team is exp: d to adapt the
moment it learns anything new through
Inspection. Adaptation becomes more

involved are not

PRINCIPLES & BEHAVIORS

RESPECT

Scrum Team rs must re:
each other as skilled professio
In Scrum called a Value,

246%

SPRINT BACKLOG

1t Is composed of the Sprint Goal (the why for

of Product Backlog items

e Increment
g provide:
Transparency throughout the Sprint
Scrum, it is called an Artifact

PRINCIPLES & BEHAVIORS

alre

ack -2

PRODUCT BACKLOG ITEM

A work item in the Product Backlog that
has potential for value but is not
necessarily in any specific format, Often,
there are A:ceptance Criteria, which tell
when work Is completed.

0%

PRINCIPLES & BEHAVIORS

N

COMMITMENT

Each Scrum Team member commits to
c h

In Scrum a Value

29%

Scrum.org

The Home of Scrum

Definition of Done. Supported by
conversation and llcﬂncmcnl they
e unambiguous ¢

PRINCIPLE

SCRUM VALUES

The fiv lues are Focus, Openness,

Respect, Courage and Commitment

DD

PRINCIPLES & BEHAVIORS

FOCUS

The Scrum Team f
vork of the Sprint. Fo
Scrum Values (

XY}

PRINCIPLE

@©@

EMPIRICISM

The princi

by ob;
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Coming Soon...

(@)

LEAN

AGILE COMPLIMENTARY EXTREME

THINKING PATTERNS PRACTICES PROGRAMMING
O
ASSEMBLY ASSEMBLY ) ) ASSEMBLY
From The Flow From The Patterns From The Home FromThe
System Community of Scrum Originators
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Immutable

adjective not changing, or unable to be changed.

- Scrum as a framework remains immutable.
- Framework. noun, a basic structure underlying a system, concept, or text.

- Hexi™ brings optionality and evolution and enhances Scrum, also allowing
Scrum to support other methods and approaches etc.

- Context determines methods and approaches. When decomposed Scrum is
no longer a framework.

(@ Scrum.org =
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How can | get me some Hexis?

- There will be a presale for the initial run of 1000 sets.

- Register to be kept informed or to reserve in the presale. | K ‘

HEXi "

BASEKIT —

- Areyou the creator or original source of a methodology
or set of practices and want to contribute your own set?

bit.ly/hexi-agile

(@ Scrum.org 33
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Scrum.org

The Home of Scrum
O

Thank you!
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