
Simon:  “Learning Case” with Lutz 
 

Leadership Practice 
 

Client’s First Name:  Lutz 

Name for This Practice: Manage the human system, not the individual humans  

Current Behavior Desired Behavior 

When there are problems/disturbances client 

tends to revert to traditional management 

solutions – e.g. defining the solution rather 

than acting as the catalyst and trusting in the 

wisdom of the teams 

Manage the system, looking at the wider 
human system, trusting in self-organisation 
and the wisdom of the teams to create great 
solutions within a container 

Moving from “decide on a solution” to “ask 
the team” 
 

Current Mindset Desired Mindset 

• Lack of trust 

 

• Reluctance to be vulnerable 

 

• Reluctance to let go 

• Vulnerability 

• Be prepared to be disappointed 

• Give trust rather than waiting until it 
is earned 

Primary Action Arena:  Leading Teams / Leading Change (mixture) 

Type of Agility:  Context setting agility and creative agility 

Shift in Agility Level:  Achiever to Catalyst 

Capacities to Develop: 

Context-setting: Situational awareness: More focus on culture to make agile sustainable 

through better. Sense of purpose: Strategic capacity-building orientation. 

Creative: Ability to suspect judgment based on understanding that he brings bias by judging 

solutions too early. Ability to see issues and opportunities in the human system  

Level of Reflective Action to Develop:  

Awareness: Awareness of the wider picture of the ongoing change, seeing it as a complex 

human system comprising the teams, individuals, the relationships between them and even the 

wider context of external stakeholders in other parts of the company. 



Intent: To develop human systems that are satisfying to work in and facilitate widespread 

achievement by others. 

 

 

Relevant Background 
 

Client’s Role in the Organization:  Senior Vice President, reporting to board 

Type of Organization (e.g., for or non-profit, industry): Telecommunications. The business 

unit which Lutz leads provides cloud-based solutions (CRM, ERP, MS Office etc.) to small and 

medium sized enterprises and cloud infrastructure services to the wider company, which is a 

multinational telecommunications company based in Germany. 

 

Motivation for Coaching:  

 

I consult on and provide coaching for leadership teams who wish to wish to encourage the 

adoption of agile (Scrum etc.) in their organisations. The behaviour we are asking of senior 

leaders with agile requires a fairly radical shift for many of them – from commanders and 

controllers to enablers of self-organisation. Lutz has embraced agile working and been a 

champion for it in the wider company, yet under pressure and when there are disturbances,   

he can revert to a more traditional manager behaviour.  

 

Context/situation:  To provide you with helpful feedback what would it be helpful for us to 

know about the larger situation in which your client is working?        

I was hired to coach the reboot of their agile transformation. It started with an assessment 

where I interviewed all teams, altogether about 80 people. 

After the assessment, I provided tactical and strategic recommendations based on what I 

observed and heard from the teams (including the senior leadership team comprised of Lutz 

and his direct reports). 

 

One of the biggest problems identified in the assessment was the lack of engagement from 

several members of staff. They were demotivated and see agile as just the next wave which 

will go away if they ignore it for long enough. This is not uncommon, and the Gallup 

engagement survey shows that this is a problem in most companies and in most industries. 

 

Some of the latest management thinking (some of which is quite old!) says that fixing lack of 

engagement needs to start with invitational leadership rather than very directive leadership. To 

help with this I used Open Space Agility – where the leadership invites staff members to take 

part in the move to agile. The staff then plan and execute the change, alongside leadership. 

Currently they are about 1.5 years into the change. It’s going well, with better busines results 

and measurably happier and more engaged staff, yet some of the old problems are still there. I 

coached them through the first year or so and now have occasional follow up coaching 

sessions with Lutz and some of his direct reports. 



Challenge:  

 

I consult on and provide coaching for leadership teams who wish to wish to encourage the 

adoption of agile (Scrum etc.) in their organisations. The behaviour we are asking of senior 

leaders with agile requires a fairly radical shift for many of them – from commanders and 

controllers to enablers of self-organisation. Lutz has embraced agile working and been a 

champion for it in the wider company, yet under pressure and when there are disturbances he 

reverts to a more traditional manager behaviour. I am looking for ideas to help Lutz and other 

leaders in a similar position to “cross the edge” and because Catalysts more sustainably. 

 

Feedback:  What kind of feedback would be of greatest value to you?  

 

See above 

 

 

 

 

 


